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Educational Leadership

Liu, Kai Li., Ed. D. May 2005

The Relationship of Business School Performance to Deans’ Self-Perceived
Leadership Styles in Taiwan
Chairperson: Dr. Merle J. Farrier
With the concern of improving higher education in Taiwan, governmental
assessments served as an important indicator of school quality influencing a school’s
development. In addition, improving school quality depends partly on the role of
leadership. This study examined the relationship of business school performance to
deans’ self-perceived leadership styles in Taiwan.
This study found that business school deans perceived themselves as dominantly
transformational leaders resulting from MLQ scores. The findings of this study
determined that there was no experimentally important and experimentally consistent
predictability of governmental ratings by using deans’ self-perceived leadership styles
as predictor variables. Among six domains comprising the governmental ratings, the
study found that five domains, faculty quality, instructional quality, productivity of
faculty research, administrative support and general impression of the assessment
committee, were favorably rated under Laissez-faire leadership style than
transactional and transformational leadership styles. This study also found that the
rating domain of general impression of the assessment committee was positively
correlated to small student to teacher ratios. Overall this study concluded that the
leadership style most favorably associated with the apparent criteria produced by the
governmental ratings is a mixture of laissez-faire, transactional, and transformational
leadership styles in that order of importance, which indicates that there was a
mismatch between the practice of leadership and individual perceptions of it.
Based upon the findings in this research, the study recommends that (a) educational
leaders in Taiwan should continue to develop and promote transformational leadership
styles; (b) the Chinese version of MLQ used in this study is a valid means of
gathering data, (c)the Ministry of Education in Taiwan may consider re-examining
assessing school performance and valuing characteristics of transformational
leadership; (d) the Ministry of Education may consider assisting educational
institutions to build up a strong sense of successful school leadership; and (e) serving
as the exemplary model of leadership characteristics desired at all levels.
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CHAPTER ONE
STATEMENT OF THE PROBLEM
Introduction
The burgeoning growth of colleges and universities in Taiwan has caused
concerns with the quality of higher education (Huang & Wu, 2000; Yang, 2003; Shiu,
2003; Liao & Hou, 2003). Doubt has been expressed over whether higher educational
institutions can better prepare students to meet the demands of economic competition
(Ministry of Education, 2003; Yang, 2003). The accelerated increase in the capacity of
higher education is reducing the quality of higher education institutions and students
(Liao & Hou, 2003; Ministry of Education, 2003;Yang, 2003).
The expansion of higher education resulted from the lifting of martial law in
1987. Under the University Law, the government has delegated a certain amount of
control to higher education and has encouraged the establishment of private
universities. This deregulation is occurring in response to the transformation from an
industrial society to a knowledge-based society in which professionals are needed
more than ever before (Yang, 2003). Taiwan’s expansion of higher education has been
accommodated by creating new institutions and upgrading existing ones. The rapid
growth of higher education has driven the government and individual schools in
Taiwan to make efforts to achieve their educational goals and be more competitive.
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Threats to Taiwanese Higher Education
According to the white paper reported by the Ministry of Education, in the last
decade Taiwanese higher education has grown substantially in terms of quality and
quantity, producing students who have proven capable of notable contributions to the
development of our society, statecraft, economy and culture. In recent years, however,
rapid social transformations have created enormous challenges to higher education,
and various sectors of society have begun to demand that overall quality be increased.
The challenges faced by higher education include decline of student quality, limited
resources and competition from outside Taiwan. Each of the challenges will be
explained as the following:
Decline o f Student Quality
The quantitative growth in Taiwanese higher education has made access more
universal, allowing more people to participate. This has reduced the imbalance in
educational opportunities and the needless waste of human potential. The number of
universities and colleges in Taiwan has increased from 50 in 1991 to 139 in 2003.
However, the rapid increase in the number of institutions of higher education has led
to a decrease in student quality. This reduction in quality can be seen in two areas.
First, as the number of students taking the College and University Joint-entrance
Examination has increased yearly, the standards for acceptance have been lowered
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(Shiu, 2003). Second, the student-teacher ratio in higher education institutions has
increased (MOE, 2003). The increased student-faculty ratio has resulted in a greatly
increased faculty workload. Consequently, the ability o f faculty to guide and assist
students has dropped correspondingly. Chapter Two will provide details of the
changes in this ratio. The minister of the Ministry of Education (MOE) acknowledged
the overall deterioration of quality in a speech of 2003 at the Conference of University
Principals in South Eastern Asia held in Malaysia in which he stated that higher
education in Taiwan must experience substantial improvement.
Limited Resources
In recent years, the budget for higher education has been tightly restricted and
higher educational institutions had to improve the quality of education with fewer
resources. The government has begun to allocate resources to previously relatively
neglected sectors including pre-school education, primary and secondary education,
Aboriginal education, and special education, thus adding severe constraint on the
resources for higher education. With the rapid expansion of universities, it is no
longer possible to rely on the government as in the past for financial stability. As a
result, securing the necessary funding is becoming more and more competitive among
institutions of higher education in Taiwan.
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Competition from Foreign Institutions o f Higher Educational in Taiwan
There are also outside threats facing Taiwanese higher education. Taiwan’s
accession to the World Trade Organization (WTO) in January 2002 opened the door
for foreign institutions of higher education to set up branches in Taiwan. This open
market has presented a potentially enormous threat to domestic institutions (Yang,
2003). There are more choices available to Taiwanese students entering higher
education than ever before. These foreign institutions appeal to Taiwanese students
who can now attend these branch colleges and institutions without having to leave the
country. Therefore, there is an urgent need for many domestic schools, especially
those newly built, to consider ways to increase quality and be more competitive in
order to ensure their very survival in the future.
Competition from Institutions o f Higher Educational in Mainland China
Another pressure facing higher education in Taiwan comes from Mainland China
(Shiu, 2003). Shiu (2003) suggested that with China’s rapid economic growth and
admission into the World Trade Organization, which has led to more employment
opportunities, and its increased trade with Taiwan, more and more Taiwanese students
have chosen to study at mainland universities instead of universities in either Taiwan

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

5

or Western countries. Moreover, the academic standards of certain internationally
famous universities in Mainland China are rising in contrast to the decrease in
academic quality occurring in Taiwanese institutions.
The number of Taiwanese students attracted by schools in Mainland China is
increasing. There were a total of 296 applicants from Taiwan for postgraduate
programs in 2001, compared with 106 in 2000 (Taiwan Students, 2001). In 2001, 64
students from Taiwan were accepted into master programs and 116 into doctoral
programs, compared with 30 and 35 respectively in 2000. The option for Taiwanese
students to study in Mainland China will continue to influence and possibly threaten
the development of higher education in Taiwan.
These threats facing Taiwanese higher education institutions are prompting
schools, with assistance from the government, to make greater efforts to distinguish
themselves and strengthen their competitiveness by improving educational quality. In
order to promote quality control, the government has instituted a specific plan for
ongoing assessments of higher education; an assessment of institutes o f technology
since 2001, and university schools of business and management since 2002 (MOE,
2003). As the top level of the education system, higher education is charged with
furthering scholarly research and cultivating professionals capable of contributing to
society. Therefore, the quality of higher education plays a key role in the nation’s
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future economic and social development. The question of what can be done to raise
the quality of higher education is of great concern throughout Taiwanese society
(MOE, 2003).
Statement of the Problem
The impetus for this study is the recognition of the urgent need to improve the
quality o f higher education when transitioning from an elitist higher education system
to mass higher education. In order to improve educational quality, the Ministry of
Education in Taiwan has begun conducting ongoing assessments of university schools
of business and management since 2002. An assessment is being made of all public
and private universities and colleges as a mechanism for quality control and
improvement. Schools assessed as needing improvement are required to propose and
implement successful plans for improvement.
The results of the assessment are reported publicly. According to the Ministry of
Education (2003), institutions that fail to meet governmental standards will face
penalties including: (a) cuts in funding, (b) strict limitation of enrollment, and/or (c)
termination of enrollment. Failure to improve educational quality ultimately will
result in financial collapse for higher education institutions.
There are other consequences associated with the governmental ratings, which
may be positive for some universities and negative for others. Governmental ratings

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

7

issued by the government will have an important influence on (a) students seeking
admission, (b) new faculty applicants, (c) employment opportunities for graduates,
and (d) funding support from the business sector. The ability or failure of any
particular school to meet the standards determined by the government will
respectively enhance or harm its reputation. Graduates from schools with good
reputations have greater opportunities of employment. Furthermore, the results of the
assessment will be a reference for potential sources of institutional funding. As
mentioned previously, the government will no longer be the single source of financing
for public universities. Public and private universities should strengthen their links
with industry in order to develop the financial resources crucial for their survival in
the future (Kuo, 1994). High levels of performance by universities and colleges may
be expected to increase the amount of funding available from industry. On the other
hand, any reported failures will damage a school’s reputation—which may affect the
enrollment rate, student employment rate, and the availability of funding—and which
will increase the risk of losing good faculty and staff. Therefore, meeting the
governmental standards set for school performance is an essential element in
determining the policies of universities and colleges in Taiwan and an issue of great
significance for individual schools and for the entire system o f higher education.
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“ There is a widespread and justified belief that the success or failure of
organization is determined in large part by the quality of its leadership” (Fielder,
1967). The role of leadership is one of important keys determining the success or
failure of school performance. Leadership style is the manner and approach of
providing direction, implementing plans, and motivating people. Based on the
influence of leadership to organizational performance and the significance of
assessments for higher educational improvement pointed out in the white paper by the
MOE (2003), this study will attempt to identify any self-perceived leadership style
that is associated with governmental ratings, the results of which may be expected to
contribute to the improvement of Taiwanese higher education and assist schools
seeking ways to fulfill governmental requirements.
General Research Question
The research question for this study was: what leadership styles and/or factors of
leadership styles, as self-perceived by deans, if any, were associated with the
governmental ratings of university schools of business and management in Taiwanese
higher education.
Purpose and Significance of the Study
The purpose of this study is to identify leadership characteristics specific to a

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

particular leadership style of deans of business and management schools, as perceived
by the deans themselves, in order to analyze any leadership characteristics within
leadership styles that may have an association with governmental ratings issued by the
Ministry o f Education. This study will help promote stronger leadership for the future
development and improvement of business schools in Taiwan. By identifying the
relationship between leadership styles and government-rated school quality, the study
will provide indicators of leadership, which will help business and management
schools meet the new governmental standards for higher education.
Moreover, evaluation system will promote efforts to improve the quality of
business schools, which will strengthen management education. Only successful
school performance can ensure that business and management schools achieve all of
their educational goals. It is the responsibility of higher education to guide social
development, to cultivate individuals with high levels of expertise, and to enhance the
national competitive capability. By generating new generations of leaders for the new
era, Taiwan will be more competitive when facing international competition. Taiwan’s
economic and social strength will be reinforced as a result of a solid foundation of
management education.
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Definition of Terms
The following terms are defined for use in this study.
Governmental Ratings o f Higher Education. The Taiwanese government
provides a system for rating the quality of university schools of business and
management. This method consists of assigning different numbers of stars to indicate
levels of attainment achieved as a result of the recent reform of national education.
Chapter Two will provide greater detail on this method of rating schools of higher
education.
Higher Education. Higher education means college or university education
beyond secondary education. The purpose of higher education is to cultivate
professionals for advanced research (MOE, 2004). Jong-Tsun Hung (2003), the ex
minister of MOE stated that higher educational institutions are sanctuaries of
knowledge, culture and technology and centers for the cultivation of a nation’s
resources. Higher education in Taiwan is a two-tiered system: (a) national universities
and colleges, and (b) private universities and colleges.
University schools o f business and management. In this study, the term “business
schools” will be used comprehensively to include schools of management. According
to the Ministry of Education (2003), any school or department belonging to the sixth
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of 10 area studies can choose whether or not to participate in the governmental ratings
from 2002 to 2003. The sixth area study includes core area of business and
management studies.
Leadership. Leadership is a process whereby an individual influences a group of
individuals to achieve a common goal (Northouse, 2004, p.3) Leadership is an
interaction between two or more members of a group that often involves a structuring
or restructuring of the situation and the perceptions and expectations of the members.
Leaders are agents of change persons whose acts affect other people more than other
people’s acts affect them. Leadership occurs when one group member modifies the
motivation or competencies of others in the group.
Leadership style. Leadership may be divided into different styles according to
various leadership theories. These styles will be reviewed in Chapter Two and based
upon that review, appropriately identified and selected for use in Chapter Three.
Charisma. Charisma is considered to be a characteristic of many leadership
styles (Bass, 1985).
Summary
This chapter has stated the recognized problem for this study. In response to the
call for the quality improvement of Taiwanese higher educational institutions, the
government has encouraged higher educational institutions to promote the evaluation
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system a n d to trust professional institute to carry out the evaluation.
One of th e common goals for Taiwanese higher educational institutions is to meet the
governmental standards of school performance. The success or failure o f school
performance will gain or damage school’s reputation, which will affect its future
development. The success of school performance depends large part on leadership.
The purpose of this study is to identify any self-perceived leadership styles that are
associated with governmental ratings. This study will make a contribution to
strengthen business and management education in Taiwan.
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CHAPTER TWO
REVIEW OF LITERATURE
Introduction
This chapter will review literature related to this study. The focus of the review
will be to develop two major themes. First, the review will frame the context o f higher
education in Taiwan and the new government ratings, which represents one response
to the challenges facing higher education for the masses. Second, this review will
provide an overview of modem theories of leadership, which will serve as the
theoretical support for this study.
Higher Education in Taiwan
Taiwan currently implements a nine-year compulsory education system, which
includes six years of elementary school and three years of junior high school.
Following the compulsory education is three years of senior high school or senior
vocational school that will then lead to four years in university or college, or two
years of college.
According to the Ministry of Education statistics in 2003, Taiwan has 154
recognized institutions of higher education, public and private, divided into three
categories: universities, independent colleges including institutes of technology (many
now upgraded to universities) and junior colleges (two-year, three-year and five-year).
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To qualify as a university, an institute must consist of at least three faculties or
Colleges. Universities and independent colleges both offer four-year programs leading
to a bachelor’s degree. Junior colleges offer five-year programs, two-year programs
and three-year programs. Admission is based on the results obtained in the
Universities and Colleges Joint Entrance Examination. In this study, the number of
universities and colleges mentioned in Chapter Two includes universities, independent
colleges, and institutes of technology.
Reforms to the structure of higher education in 1994 and 1995 gave institutions
greater economic, academic and recruiting freedom than previously, when the
Ministry o f Education (MOE) had sole authority over budgets, appointments and
curricula. Although still tightly controlled by the MOE, national universities now have
the ability to raise funds and distribute resources. The MOE no longer allocates the
totality o f the budget to each national university. Instead it only allocates 80% of the
funds. National universities have to seek the remaining 20% by themselves. The MOE
no longer controls personnel appointments, allowing universities a greater say in their
academic and administrative futures.
From Elitism to Mass Higher Education
Higher education in Taiwan does not have a long history. During the period of
the Japanese occupation (1894 to 1945), there was only one university and a few
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special schools. After the Nationalist Government withdrew from Mainland China to
Taiwan in 1949, the number of institutions increased to one university and three
colleges (Sun 1991; Wu, Chen, & Wu 1989). The history of the growth o f higher
education in Taiwan can be divided into three periods (Wang, 2003). The three periods
also represent three important stages in the transition process by which Taiwanese
higher education has changed from elite education to mass education.
The First Period o f Expansion
The first period of rapid growth was from 1960 to 1969. The expansion of higher
education in Taiwan began in the early 1960s. As Table 1 shows, the higher education
sector in Taiwan increased from 27 institutions in 1960 to 91 in 1969.
Table 1
The First Period o f Expansion o f Higher Education in Taiwan 1960-1969
School Year

Number of Institution
University Junior
and

Number of Enrolled Student

Total University Junior
and

College

Total

College

Annual
Growth Rate

College

College

%

1960

15

12

27

26,735

7,888

34,623

18.0%

1965

21

35

46

54,819

29,534

84,353

33.6%

1969

22

69

91

86,233

95,988

182,221

14.1%

Note. The number of university and college students does not include graduate
students (MOE, 2003)
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During th is period, the higher education sector expanded because of the explosive
increase in the number of private junior colleges, which develop skilled/trained
professionals. The number of private junior colleges had increased from seven in
1960 to 49 in 1969 (MOE, 2001). Taiwan’s economy began a growth process in the
1960s and manpower was vital to the success of Taiwan’s economic development.
From the beginning, national manpower planning has been part of economic
development. Yung and Welch (1991) and Tien (1996) pointed out that educational
polices were based on economic goals set by the Taiwanese government.
The high level of growth in the 1960s may be partly explained by the Taiwanese
governmental policies on higher education, which sought to resolve the problem of
shortages of middle-level technicians and skilled manpower on one hand and
surpluses of high school and college graduates without technical backgrounds on the
other (Sun, 1991). Another factor that contributed to the expansion was the rapid rise
in the number of graduates of secondary school, which led to a considerable increase
in the demand for higher education (Sun, 1991).
The majority of newly built junior colleges were funded by the private sector
instead of the government. The use of private resources for the expansion of higher
education was a strategy adopted by the central government in response to the lack of
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public resources. As a result, many institutions at the university and college level were
financed primarily by the central government, whereas the majority of junior colleges
were funded by the private sector (Wang, 2003).
The Second Period o f Expansion
The second period of limited expansion was from 1970 to 1985. Growth in
higher education slowed over this period mainly due to a new government policy
dating from the early 1970s that prohibited the establishment of new institutions by
the private sector, a policy that would continue until the mid-1980s (Kuo, 1994). The
number o f private university/college and private junior college had increased by one
and six respectively from 1970 to 1985 (MOE, 2001). According to Sun (1991), the
main policy recommendations in human development plans were (a) to increase the
proportion of college students in sciences and engineering while reducing the
proportion in humanities and social sciences, (b) to restrain the rate of expansion of
college and university enrollments in order to cope with economic development, and
(c) to reverse the ratio of students entering academic senior high schools to those
entering vocational senior high schools, to change the ratio o f 6:4 during the 1960s to
a ratio 3:7 during the 1980s. Therefore, as table 2 shows, the growth in the numbers of
students in higher education dropped dramatically. The annual growth rate declined
from 10.4 per cent in 1970 to 3.7 per cent in 1985 although the total number of
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institutions rose from 92 in 1970 to 105 in 1985.
Table 2
The Second Period o f Expansion o f Higher Education in Taiwan 1970-1985
School Year

Number of Institution
University Junior
and

Number of Enrolled Student

Total University Junior

College

and

College

Total

college

Annual
Growth Rate

College

%

1970

22

70

92

92,850

108,328 201,178

10.4%

1975

25

76

101

135,297

150,226 285,523

2.4%

1880

27

77

104

153,088

183,134 336,222

3.8%

1985

28

77

105

179,334 236,824 416,158

3.7%

Note. The number of university and college students does not include graduate
students (MOE, 2003)
The Third Period o f Expansion
The third period of accelerated growth was from 1986 to 2000. During this
period, expansion took place in the university and college sectors rather than in the
junior college sector as in the 1960s. Taiwan’s expansion of higher education was
accommodated by creating or licensing new institutions and by upgrading lower-tier
institutions to a higher tier. As table 3 shows, the number of universities and colleges
increased from 28 in 1986 to 127 in 2000, while junior colleges declined from 77 to
23. In 2002, the number of universities and colleges increased to 139, while junior
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colleges declined to 15.
Table 3
The Third Period o f Expansion o f Higher Education in Taiwan 1986-2002
School Year

Number of Institution
Universities Junior
and

Number of Enrolled Student

Total Universities Junior
and

Colleges

Colleges

Total

Colleges

Colleges

Annual
Growth
Rate %

1986

28

77

105

184,729

244,482 429,211

3.2%

1990

46

75

121

239,082

315,169 554,251

7.5%

1995

60

74

134

314,499

394,751 709,250

4.2%

2000

127

23

139

564,059

444,182 1008,241

8.8%

2002

139

15

154

770,915

347,247 1118,162

Note. The number of university and college students does not include graduate
students (MOE, 2003).
The burgeoning growth of higher education resulted from the decision by the central
government to exercise less control over educational policies and cease restricting the
establishment of new private institutions. The government has delegated a certain
amount of control to higher education and has encouraged the establishment of private
universities. Deregulation has come about in response to the diverse social needs for
higher education (Wang, 2003;Yang, 2002).
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According to Trow’s (1974) elite (enrolling fewer than 10 percent of the age
group)-transition to mass (enrolling from 10 to 20 percent)-mass (enrolling more
than 20 percent of the age group)-universal ( enrolling 35-40 percent of the age group)
access model, higher education in Taiwan has surpassed the turning point of 15% of
the age group participating in full-time undergraduate courses. This is the point of
transformation from an elitist to a mass system. Taiwan belongs to the mass-access
system since the enrolling rate of the age group reached 21 percent in 2001 (Wang,
2003). Taiwan, therefore, represents a case of a nation shifting its educational
framework from elitist education towards mass higher education (Wang, 2003).
Issues Facing Taiwanese Higher Education
The transition from an elitist higher education system to mass education has
created a number of concerns in higher education in Taiwan. Among these are
insufficient funding from the government (Shiu, 2003; Yang, 2003), fears for the
quality of higher education (Shiu, 2003; Yang, 2003), and the rise in the
unemployment rate of university graduates (Yang, 2003). These issues will potentially
be alleviated by an overall increase in educational quality.
Insufficient Funding
Table 4 shows that since 1996 university and college student
enrollment—including university and college students and graduate students, but not
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junior college students—has increased 133%, but funding has increased only 63%.
Enrollment since 1996 has increased by an average of 22% per year, but funding has
increased by only an average of 11% per year.
Table 4
Taiwan s Funding o f Higher Education 1996-2002
Fiscal Year

Student Enrollment

Per Student Funding

Funding

(New Taiwan Dollar)

(Million NTD)

1996

382,710

213,401

81,670

1997

422,321

171,730

72,525

1998

463,575

160,713

74,502

1999

537,263

162,184

87,135

2000

647,920

169,906

110,085

2001

780,384

166,860

130,215

2002

893,045

149,260

133,296

Total Increase (%)

133

-30

63

Average Increase (%)

22

-5

11

Note. Student enrollment includes university and college students and graduate
students, but not junior college students (MOE, 2003).
Per Student Funding: Funding/ Student Enrollment
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Since 1996, funding per student has decreased 30%, or an average of 5% per year.
The government is failing to provide the same level of funding per university and
college student that it provided eight years ago (Yang, 2003).
The decrease in resources available for Taiwan’s higher education has led to a
severe deterioration in school quality, something that The President of National
Taiwan University Chen Wei-jao has pointed out (Teng, 2003). Chen gives South
Korea as a point of reference. In South Korea, personal income is lower than in
Taiwan, but the average expenditure per university student is New Taiwan Dollars
( NT $) 300,000 compared to approximate NT $ 140,000 in Taiwan. The number of
research monographs produced in South Korean universities has skyrocketed since
1996, when Korea embarked on the Brain Korea 21 Initiative with the aim of making
Korea more competitive. According to Chen, this demonstrates the potential impact of
the allocation of greater resources.
According to the statistics of the Ministry of Education (2003), the funding of
public institutions of higher education, including universities, colleges and junior
colleges, has decreased from 57.33% in 1993 to 38.80% in 2002. All public
institutions are funded by the central government and depend heavily on it, but as the
recent reduction in funds demonstrates, the public sectors in higher education should
not depend on government funds as their single source of finance. The government
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has proposed that public and private sectors should strengthen their links with
industry in order to develop the financial resources critical for their survival in the
future (Kuo, 1994; Yang, 2003).
The Imbalance between Quality and Quantity in Institutional Growth
As mentioned in Chapter One, the imbalance between quality and quantity in
institutional growth is an urgent concern in Taiwanese higher education (MOE, 2003;
MOE, 2004). As the numbers of institutions of higher education have rapidly
increased, student quality has decreased. This decrease in quality is reflected in two
areas: (a) student-faculty ratio, and (b) standard of entry for higher education (MOE,
2003; MOE, 2004).
As shown in Table 5, from the year 1986, whether national or private, the
student-faculty ratio has increased. In i996 the change became more marked, which
corresponds to the greatly increased faculty load. The ability of faculty to provide
guidance and help for students became limited as teachers were expected to assume
more responsibilities as outlined by the government, as well as teach many more
students (MOE, 2004).
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Table 5
University and College Student Numbers and Full-Time Faculty Ratio
Academic Year

Public Institutions
Universities

Independent

Private Institutions
Universities

Colleges

Independent
Colleges

1976

9.85

10.49

18.56

18.49

1981

9.61

10.04

19.81

13.91

1986

9.71

9.56

20.91

13.53

1991

10.44

8.85

23.43

13.73

1996

11.17

11.31

21.29

17.43

1999

13.18

14.07

24.82

19.26

2000

13.92

15.12

24.86

20.80

Imbalance o f Supply and Demand
There are two opposing views on the future development of Taiwanese higher
education (Wang, 2003). Some believe that higher education should be expanded
further to meet the increased demand for higher learning from graduating high school
students and to provide highly qualified manpower that can meet the future needs of
economic development. Others argue that the growth in higher education should be
slowed down in order to curb the increasing unemployment levels of highly qualified
graduates. Table 6 shows the unemployment rate by educational attainment in Taiwan
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from 2001 to 2004.
Table 6
Unemployment Rate by Educational Attainment in Taiwan 2001-2004
Year

Junior college %

College and above %

2001

4.03

3.32

2002

4.60

3.89

2003

4.32

3.82

2004

5.21

4.02

The expansion of higher education in Taiwan has caused the imbalance between
supply and demand in the employment market (Chang, 2003). According to the
Council for Economic Planning and Development (2003), there is an over supply of
mid-level human resources in Taiwan and a shortfall in both top-level professionals
and basic-level employees. Even with high unemployment, enterprises are still telling
the government that they cannot find enough people to fill vacancies. It is clear that
the expansion of channels for higher education advancement has been unable to
provide the trained individuals that industry needs (Chang, 2003).
A government report in 1994 from the Ministry of Education revealed that the
central government is determined to slow down the growth of higher education in the
future in order to maintain the high quality of higher education (Kuo, 1994).
Therefore, the question of how to maintain quality may be anticipated to be a priority
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of government policy (Wang, 2003). One of the current governmental polices to assist
in elevating higher educational quality in Taiwan is the implementation of assessment.
University Assessment
Higher education is an essential requirement for the strengthening of a nation
(MOE, 2003). University assessment has been employed by the Ministry of Education
since 1975 in an attempt to raise the quality of higher education and achieve parity
with advanced countries, such as the USA. The purpose of university assessment is to
encourage universities to undergo self-assessment, reinforcing the constant need to
improve quality in higher education. University assessment also affects the quality
and number of students applying for admission, the quality of faculty seeking
employment, the type of employment opportunities available to recent graduates, and
the amount of financial support available from the business sector. All concerned
parties have recognized the value of a university assessment (MOE. 2004).
The Ministry of Education is the highest authority for academic institutions in
Taiwan. Concerned with the credibility of university assessment, since 1992 the
Ministry of Education has required that non-academic institutions carry out the
assessment of these academic entities (MOE, 2004).
Evaluating the Quality o f Business and Management Schools in Taiwan
Purpose. In order to improve the overall quality o f mass higher education in
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Taiwan, in recent years the Ministry of Education has placed great emphasis on
university assessment and has encouraged all universities and colleges to conduct a
self-assessment. During 2002 to 2003, university schools of business and management
were the main focus of assessment. The purpose was to gain a comprehensive
understanding of their current stage of development. Analyzing the strengths and
weaknesses of university schools of business and management was to provide the first
step toward further improvement and was to help these schools in Taiwan to achieve
their educational goals (MOE, 2003),
Evaluation methods. There were two phases in the assessment of business and
management schools. In phase one, each school or department completed a
self-assessment form, which was used as a reference during the second phase. In
phase two, the assessing committee designated by the Ministry of Education paid a
visit to each school to evaluate it (MOE, 2003).
The self-assessment was conducted to evaluate school effectiveness as perceived
by all stakeholders. The main purpose was to identify weaknesses and find solutions
for future improvement. The fieldwork assessment was followed by an overview of
self-assessment by the members of the assessment committee.
Assessment Results o f Business and Management schools
The assessment of university schools of business and management was
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conducted from May 2002 to October 2003. The results were reported in November
2003 and were presented in six domains: (a) faculty quality, (b) instructional quality,
(c) productivity of faculty research, (d) service toward continuing education, (e)
administrative support, and (f) general impressions of the members of the assessment
committee. The Ministry of Education (2003) described each o f the six domains in the
following way:
1. Faculty quality: the items for evaluation included professional development; the
ratio of students to full-time assistant professors, professors and teachers with
doctoral degrees; teaching load; and the correlation of teachers’ expertise and
research experience to the courses they teach.
2. Instructional quality: the items for evaluation included the teaching loads of
full-time teachers, resources and use of libraries and equipment, student guidance
and employment counseling, curriculum, promotion of study and instruction, and
the success of academic exchange programs.
3. Productivity of faculty research: the main item for evaluation was the amount and
quality of faculty research.
4. Service toward continuing education: the items for evaluation included
development of continuing education, teachers’ voluntary contributions to society
and to their schools, and internship programs.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

29

5. Administrative support: the items for evaluation included the validity of reports
from self-assessments in the first phase, integration of resources with development
goals, and the effectiveness of organizational policies.
6. General impressions of members of the assessment committee: the items for
evaluation included impressions of school performance and progress, summaries
of interactions with faculty and staff, and impressions of the general satisfaction
of teachers and students.
Each of the six domains was assigned a number of stars from one to five. Five
stars signified that a school has attained a very high level in a certain domain in the
judgment of the committee. One star signified a very low level of attainment. Schools
not ranking at the top or bottom in quality are given four, three, or two stars
depending on the level of attainment. The Ministry of Education provided no
objective criteria for the rankings; rather, ratings indicated a school’s relative level of
attainment in any given domain within the population of business and management
schools assessed.
Leadership
Definitions o f Leadership
Leadership is one of the most frequently examined research topics in the field of
education (Stogdill, 1974; Avolio, 1999). Leadership has been of many interests to
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researchers for centuries (Bennis & Nanus, 1985; Hackman& Johnson, 2000;
Leithwood, Jantzi & Steinbach, 2000; Owens, 1970; Sergiovanni; 2001; Senge, 1990;
Yukl, 1981). The 1933 edition of the Oxford English Dictionary stated that the word
leader appeared as early as 1300 in the English language, but the word leadership did
not appear until the first half of the nineteenth century. According to Jennings (1960),
leadership can be traced back to the early Greek and Latin era. The word leadership
evolved from the verb to act (p. 3). Jennings continued that two Greek action words,
archein ( to begin, to lead, and finally, to rule) and prattein ( to pass through, to
achieve, to finish) coincide with two Latin verbs agree ( to set into motion, to lead)
and gerere ( the original definition of which was to bear) (p.3). According to his
explanation of the history of the word leadership, “ ... each action is divided into two
parts, the beginning, made by a single person, and the achievement, performed by
others who bearing and finishing the enterprise see it through” (p.3). Thus the leader
depends upon other people for assistance or help, and the followers depend on the
leader for an occasion or reason to act.

There are numerous definitions of leadership (Bass, 1990; Bennis &
Nanus,1985; Stogdill, 1974; Yulk, 1998). Bass (1990) wrote “there are as many
definitions of leadership as there are persons who have attempted to define the
concept” (p. 11). Bass continues:
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Leadership may be defined as a focus of group processes, the art o f inducing
compliance, the exercise of influence, and act of behavior, a persuasion, a power
relation, an instrument of goal achievement, an emerging effect of interaction, a
differentiated role, the initiation of structure, and so on. (p. 11)
Bennis and Nanus (1985) had collected more than 350 definitions of leadership over
the “ decades of academic analysis” (p.4). They found that definitions o f leadership
are countless, with little agreement in the message. They stated that,

never have so many labored so long to say so little. Multiple interpretations of
leadership exist, each providing a sliver of insight but each remaining an
incomplete and wholly inadequate explanation. Most of these definitions don’t
agree with each other.. .Definitions reflect fads, fashions, political tides and
academic trends, (pp.4-5)

Yukl (1981) stated,

It is neither feasible nor desirable at this point in the development o f the

discipline to resolve the controversy over the appropriate definition of

leadership. For the time being, it is better to use the various conceptions

of leadership as a source of different perspectives on a complex,

multifaceted phenomenon, (p. 5)
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Northhouse (2004) defined leadership as “a process whereby an individual influences
a group o f individuals to achieve a common goal” (p. 3).

According to Bass (1990), leadership must be defined broadly. The rich variety
of possibilities described above leads to the conclusion that the definition of
leadership should depend on the purposes to be served by the definition. Leadership is
an interaction among members of a group that initiates and maintains improved
expectations and the competence of the group to solve problems or to attain goals.
Types o f leaders can be differentiated on the basis of role, functional, or instructional
differences.

Leadership and School Performance

There is strong belief that the success or failure of organization is determined in
large part by the quality of its leadership (Fiedler, 1967). Bass (1990) pointed out that
“ In industrial, educational, and in military settings and in social movements,
leadership.. .is an important subject for study and research” (p.20). Cunningham and
Cordeiro’s (2000) research also stated:

Leadership is especially important because we have entered a time of transition.
Reform in education is a continuous process of improvement to meet the needs
of a dynamic society. Leadership in this new ‘era of change’ requires the ability
to envision an improved school and the spark to energize and lead staff to bring it
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about. Improvement requires perseverance, nurturance, and problem-solving.
Leaders must be entrepreneurial in the sense that they empower employees to
m eet new challenges, (p. 154)
Leadership guides the action and interaction of the group. Leadership serves as a
“catalyst for achievement while bringing together diverse people within an
organization to work for the common good” (Cunningham & Cordeiro, 2000, pl91).

The nature of school administration is very complex. Most school leaders are
involved in setting goals, implementing ideas, making decisions, and communicating.
In other words, the main responsibility of administrators is to lead in a way that
promotes effectiveness throughout the school. According to Cunningham & Cordeiro,
(2000), “Success in administration depends on one’s overall leadership ability” and
“An administrator’s leadership to a large extent determines how successful his or her
organization will be in delivering appropriate services and winning community
support” ( p. 153).

In the recent years, numerous studies have focused on the role of leadership in
Taiwan’s education (Huang, 2002; Kang & Chang, 2001; Liang, Chiou, & Liou, 2001;
Liang, 1989). According to Huang (2002), the level of competence of the
administrators’ leadership affects the development of the school and the effectiveness
of its administration. Without effective leadership, progress in schools is rare.
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Therefore, school leadership has become a salient topic in the academic field in
Taiwan.

Theories o f Leadership

According to Bass (1990), “theories of leadership attempt to explain the factors
involved either in the emergence of leadership or its consequences. Models show the
interplay among the variables that are conceived to be involved; they are replicas or
reconstructions of the realities” (p.37). For decades, psychologists and managers tried
to answer the question what makes a good leader? Chronologically, the first answer to
what makes a good leader was that leaders are not made, they are bom (Fairholm,
1991). It was the first theory of leadership. It was followed by many other theories,
including theories based on who the leader is, based on what the leader does, and
based on the environment of leadership. In this study, four generations of leadership
theories were reviewed. They are trait theories, behavioral theories, contingency or
situational theories, and transformational theories. While reviewing these theories, it
is important, as Maurik (2001) has pointed out, to recognize that none of the four
generations is mutually exclusive or totally time-bound.

Although it is true that the progression of thinking tends to follow a sequential

path, it is quite possible for elements of one generation to crop up much later in
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The writings of someone who would not normally think o f himself or herself as

being of that school. Consequently, it is fair to say that each generation has added

something to the overall debate on leadership and that the debate continues.(p. 3)

Trait Theories

Trait theories focus on the leaders’ characteristics or trait. Leaders are bom with
special qualities, which can not be learned. Those qualities set the leaders apart from
followers. Bennis (1998) said that “ Leaders know what want”, “ why they want it,
and how to communicate what they want to others, in order to gain their co-operation
and support”, and “ they know how to achieve their goals”, (p.3)

Surveys of early trait research by Stogdill (1948) and Mann (1959) reported
that many studies identified personality characteristics that appear to differentiate
leaders from followers. Trait theories attempt to identify the personality traits or
characteristics of successful leaders. The trait approach emphasizes the innate
personal attributes of the leader. Two questions are posed for development of this
theory of leadership: What traits distinguish leaders from other people? What is the
extent of those differences (Bass, 1990). A list of traits that are thought to be central to
effective leadership could be seen in books on the subject. For example, Gardner
(1989) studied a large number of North American organizations and leaders and came
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to the conclusion that there were some qualities or attributes that did appear to mean
that a lead er in one situation could lead in another. Basically, the idea that if a person
possesses these she or he will be able to take the lead in very different situations is
believed. However, Sadler (1997) criticized that trait theories minimized the impact of
the situation. In other words, they thought the same traits would work on in the staff
room o f a school and on a battlefield.

Behavior Theories

In the 1950s and early 1960s, the focus of leadership research shifted from
leaders to leadership, which emphasized what leaders do towards followers rather
than who leaders are. The behavior approach differs from the trait approach, which
focused on the personality characteristics of the leader. Much of the research on
leadership behavior was concerned with classifying behaviors that described effective
leaders (Yukl, 1998). Different patterns of behavior were labeled as styles. Various
schemes were designed to diagnose people’s styles. Despite different names, the basic
ideas are similar. Behavior theories determined that leadership is composed of four
general kinds of styles, including (a) concern for task, (b) concern for people, (c)
directive leadership, and (d) participative leadership (Wright 1996). Concern for task,
which emphasized the achievement of objectives, is set against concern for people,
which emphasizes followers’ development. Directive leadership, which expects
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followers to follow instructions, is contrasted with participative leadership, which
emphasizes sharing decision-making with followers. McGregor’s (1960) Theory X
and Y portrays the contrast of directive and participative leadership styles.

Behavior theories originated from three different lines of research: (a) the Ohio
State University studies, (b) the University of Michigan studies, and (c) the work of
Blake and Mouton on the Managerial Grid.

Researchers at Ohio State developed a leadership questionnaire called the
Leadership Behavior Description Questionnaire (LBDQ) ( Hemphill & Coons, 1957)
identifying initiation of structure and consideration as core leadership behaviors.
Consideration emphasizes a leader’s consideration of subordinates’ satisfaction,
self-esteem, personal values, and mutual communication. Task orientation stresses the
completion of tasks and goal achievement by using legitimated power.

The Michigan studies provided similar findings but categorized leader behavior
as either production orientation or employee orientation. Blake and Mouton
developed a model that mapped leadership behavior along a grid with two axes:
concern for results and concern for people (1964, 1978, 1985). The Leadership Grid
portrays five major leadership styles:

1. Authority-compliance—task and job requirements are heavily emphasized over
people. This style is driven by results. The leaders are controlling, demanding,
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hard-driving and overpowering.

2. Country Club Management—a low concern for task-accomplishment. Thoughtful
attention to the needs of people to form satisfying relationships leads to a
comfortable, friendly organizational atmosphere.

3. Impoverished Management—the leader is unconcerned with either tasks or
interpersonal relationships. The leader is seen as indifferent, noncommittal, and
resigned.

4. Middle-of-the-Road Management—describes leaders who have an intermediate
concern for tasks and an intermediate concern for people. They find a balance
between taking people into account and emphasizing work requirements. Such
leaders avoid conflict and emphasize interpersonal relationships and moderate
levels of production. This type of leader is described as one who is expedient,
prefers the middle ground, and soft-pedals disagreement.

5. Team Management—this style places a heavy emphasis on tasks and interpersonal
relationships. The leader stimulates participation, acts determined, gets issues into
the open, m akes priorities clear, fo llo w s through, m aintains an op en m in d , and

enjoys working.

In behavior theories, one problem shared with those who looked for traits remains.
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The researchers did not look properly at the context or situation in which the style was
used ( Sadler, 1997; Wright, 1996). This means that it is difficult to say one style of
leadership was important in enabling one group to work better than another.

Situational Leadership

In opposition to trait theorists, situational theorists suggest that “leadership is all
a matter of situational demands, that is, situational factors determine who will emerge
as leader” (Bass, 1990, p. 38). The basic premise of the theory is that different
situations demand different kinds of leadership. Situational leadership emphasized
that leadership is composed of both a directive and a supportive dimension. Each of
the two dimensions has to be applied appropriately in a given situation. In order to
determine what is needed in a particular situation, a leader must evaluate employees
and assess how competent they are to perform a given task and how committed they
are to doing it (Northouse, 2004).

The essence of situational leadership demands that a leader match his or her style
to the competence and commitment of subordinates. Effective leaders are those who
can recognize what employees need and adapt their own style to meet those needs
(Northouse, 2004).

What began to develop was a contingency approach. Fiedler developed the
concept of contingency leadership in 1967. He found that a leader’s effectiveness in a
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given situation depends on the fit between his or her style and the task, authority level,
and nature of the group. The interaction of these various elements yields different
results in different situations. However, Fred Fiedler and Marin Chemers (1974)
suggested that leadership style is a fixed personality-based trait that no am ount of
training will modify. The model assigns the right people to situations that best fit their
style. Contingency theory suggests two kinds of leaders: (a) task-oriented and (b)
human-relationship-oriented. Task-oriented leaders are concerned primarily with
reaching a goal, whereas relationship-oriented leaders are concerned with developing
close interpersonal relations. For contingency theorists, there is no best approach to
leadership. Excellent leadership depends on the qualities of the leader, the group, the
task and the situation.

Later, leadership was seen to be contingent on a condition o f traits and situations
involving a transaction between the leader and the led. Leaders exchange promises of
rewards and benefits to subordinates for the subordinates’ fulfillment of agreements
with the leader. Transactional leadership is based on defining needs, assigning clear
tasks, rewarding congruent behavior, and having a command-and control mentality.
Bums (1978) proposed ‘transformational leadership’ in opposition to this
transactional leadership. Newer departures have occurred with theories that focus on
processing social information and on transformational leadership.
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Transformational Leadership and Transactional Leadership

The idea of transformational leadership was first developed by B um s ini 978.
Bums (1978) argued that it was possible to distinguish between transactional and
transformational leaders. The transactional leaders “ approach their followers with an
eye to trading one thing for another” (Bums, 1978, p.4). Transactional leadership
focuses on the exchanges that occur between leaders and their followers. It is based
on defining needs, assigning clear tasks, rewarding congruent behavior, and having a
command-and-control mentality. Bums (1978) defined transformational leadership as
a process where “ Leaders engage with followers but from higher levels o f morality;
in the enmeshing of goals and values, both leaders and followers are raised to more
principled levels of judgment.. ..Much of this kind of elevating leadership asks from
followers rather them merely promising them goods” (Bums, 1978, p.455).
Bums’s (1978) view is that transformational leadership is more effective than
transactional leadership, where the appeal is to more selfish concerns. An appeal to
social values thus encourages people to collaborate, rather than working as individuals.
He also views transformational leadership as an ongoing process rather than the
discrete exchanges of the transactional approach. Transformational leadership, which
has been the focus of much research since the early 1980s, gives more attention to the
charismatic and affective elements of leadership ( Northouse, 2004). According to
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Northouse (2004):
Transformational leadership is a process that changes and transforms individuals.
It is concerned with emotions, values, ethics, standards, and
long-term goals, and includes assessing followers’ motives, satisfying their needs,
and treating them as full human beings. Transformational leadership involves an
exceptional form of influence that moves followers to accomplish m ore than
what is usually expected of them. It is a process that often incorporates
charismatic and visionary leadership, (p. 169)
A Model of the Full Range of Leadership
In the mid-1980s, Bass (1985) expanded and refined transformational leadership
based on Bum’s (1978) works. Bass (1985) was concerned that Bums (1978) set
transactional and transformational leaders as polar opposites. Bass (1985) suggested
we should be looking at the way in which transactional forms can be draw n upon and
transformed. The resulting transformational leadership is said to be necessary because
of the more sophisticated demands made of leaders. In his studies, Bass (1985)
suggested that transformational leadership augments the effects of transactional
leadership. Bass presented a model of the full range of leadership as a leadership
continuum moving from transformational to transactional to laissez-faire leadership
( Bass, 1985, 1990; Bass & Avolio, 1993, 1994). The model incorporates seven
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different factors, which are divided into factors of transformational leadership, factors
of transactional leadership, and factors of laissez-faire leadership. The model of the
full range of leadership and each of these factors will be explained in the following
section.
Transformational, Transactional, and Laissez-faire Leadership
In this section, a review of transformational, transactional, and laissez-faire
leadership will provide the theoretical foundation for the Multifactor Leadership
Questionnaire (MLQ). This foundation will be used in this study to identify the
leadership styles of deans of business and management schools in Taiwan.

Transformational Leadership Style
Transformational leadership is based on a way of thinking that proposes to
change and develop subordinates. According to Bass (1990):

The transformational leader asks followers to transcend their own self interests
for the good of the group, organization, or society; to consider their long-term
needs to develop themselves rather than their needs of the moment; and to
become more aware of what is really important, (p. 53)

In making this point, Bass advances the concept that followers can be converted
into leaders. There are four factors used to describe transformational leaders. Bass
(1985, 1990) included:
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1. Idealized leadership: Leaders share complete faith and vision with their
subordinates.
2. Inspirational leadership: Leaders communicate expectations of high performance.
3. Intellectual stimulation: Leaders enable subordinates to think about old problems in
new w ays.
4. Individual consideration: Leaders give personal attention to members who seem
neglected.
Leadership is idealized when followers seek to identify with their leaders and to
emulate them. Such leadership inspires followers with challenges and persuades them
to work toward certain goals by providing meaning and understanding regarding the
actions required. The leadership is intellectually stimulating, expanding followers’
ability to question not only other people’s perspectives but also their own. The
leadership is individually considerate providing followers with support, mentoring,
and coaching (Avolio, 1999)
Transactional Leadership Style
Transactional leaders exchange things of value with subordinates to advance
their own as well as their subordinates’ agenda (Kuhnert, 1994). Transactional leaders
are influential because it is in the best interest of subordinates to do what the leader
wants (Kuhnert & Lewis, 1987).
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Bass (1985) proposed two dimensions of transactional leadership styles: (a)
Contingent Reward, and (b) Management-by-Exception or Negative Feedback or
Contingent Aversive Reinforcement. The leader and the followers perceive each other
as being potentially instrumental to the fulfillment of each other’s needs. The leader
clarifies what the followers must do to complete the transaction, which is to complete
the task successfully and obtain the promised rewards.

When the followers fail to complete the task, the leader takes corrective actions
and intervenes. When practicing management-by-exception, leaders actively search
for deviations and shortfalls and make corrections. Some focus more on negative
feedback than what is essential to get the work done.

Laissez-faire Leadership Style
The factor of laissez-faire represents the absence of leadership. There is no
exchange with followers or any attempt to help them grow ( Northouse, 2004).
Laissez-fair leaders give followers complete freedom of action, provide them with
materials, refrain from participating except to answer questions when asked and do
not make evaluative remarks. Laissez-faire behavior is contrasted with both the
behaviors of democratic leaders, who suggest and stimulate followers, and autocratic
leaders, who give direct orders (Bass, 1985, 1990). Further, Bass said, “ Under
laissez-faire conditions, the groups were less well organized, less efficient, and less
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satisfying to members than under democratic conditions” ( Bass, 1990, p.545).

Each of these factors in transformational, transactional, and laissez-faire
leadership is assessed with a survey called the Multifactor Leadership Questionnaire
(MLQ). The MLQ comprises all the factors of transformational, transactional, and
laissez-faire leadership that have been referred to as a full range o f leadership
potential (Bass 1985, 1990; Avolio, 1999).
The Leadership and Culture Interface
While leadership is widely studied and discussed, the issue of cultural and
national differences that have a strong effect on leader-follower relationships should
be addressed. Leadership exists in all societies and is essential to the functioning of
organizations within societies. However, the attributes that are seen as characteristic
for leaders may vary across cultures (Den Hartog, House, & Hanges, 1999).
Factors embedded in a culture, such as beliefs, norms, values and ideals, affect
the leadership styles, strategies and goals of organization (Dill, 1958; Negandhi &
Reimann, 1972). There is evidence to suggest cultural factors influence the way that
people carry out, and respond to, different leadership styles. For example, some
cultures are more individualistic, or value family when compared to bureaucratic
models, or have very different expectations about how people address and talk with
each other. All these impact on the choice of style and approach.
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Countries and cultures can be clustered to offer the bases for useful
classifications. The cultural dimensions of consequences to leadership include: (a)
traditionalism versus modernity ( Inkeles, 1966), (b) particularism versus
universalism ( Parsons & Shils, 1959), (c) idealism versus pragmatism (England,
Dhingra & Agarwal, 1974), and (d) collectivism versus individualism (Mead, 1939).
Attributes of leadership linked with these dimensions, such as the preference for
taking risks, competitiveness, a sense of duty, interpersonal competencies,
communication skills, and needs for achievement, affiliation and power o f leaders and
followers have different effects on leader-follower relations in different cultures.
Universality, Validity and Reliability in MLQ
The issue of leadership in different cultures has led to question whether the MLQ
instrument could exactly reflect Taiwanese cultural values. House (1995) noted that
prevailing theories of leadership are North American in character, are based on the
assumptions of individualism as opposed to collectivism, rationality rather than
ascestics, hedonistic rather than altruistic motivation, centrality of work, and
democratic value orientation. Cross-cultural psychology and sociology research
shows that many cultures do not share these assumptions (Den Hartog et al., 1999).
“As a result there is a growing awareness of the need for a better understanding of the
way the leadership is enacted in various cultures” ( House, 1995, p.443)
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Bass (1997) argued that there is universality in the transactional-transformational
leadership paradigm, and presented supporting evidence collected in organizations in
business, education, the military, the government, and the independent sector, from
several continents. Bass (1997) maintained that the same conception of phenomena
and relationships can be observed in a wide range of organizations and cultures, and
exceptions can be understood as a consequence of unusual attributes of th e
organizations or cultures.
Den Hartog et al. (1999), in their study in 62 cultures, found that, although
cross-cultural research emphasized that different cultural groups are likely to have
different conceptions of what leadership should entail, certain attributes associated
with transformational leadership are universally endorsed as contributing to
outstanding leadership, and some other leadership attributes are universally seen as
impediments to outstanding leadership. Jung, Bass, and Sosik (1995) speculated
that transformational leadership is more effective in collectivist cultures than in
individualist cultures, being enhanced by the respect for authority and obedience
characteristics of collectivist cultures.
According to Mead’s (1939) study, she contrasted individualistic societies
with collective ones. In individualistic societies, self-interest has a strong influence
while collective societies put great emphasis on relations with others and achievement
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of the team and one’s group rather than individual achievement.
In Dorfman and Howell’s (1988) quantitative survey, they found that Taiwanese
employees were more collectivistic than the U.S. employees. Nevertheless, according
to Bass’s (1997) case study for the universality of the concepts of transformational
and transactional leadership, the MLQ instrument originated from the individualistic
style in the U. S. may be even more applicable in the collectivist societies like Taiwan,
China and Japan. Collectivist cultures provide leaders with ready-made opportunities
to become transformational leaders.
. The MLQ Form 5 X (Bass & Avolio, 1995) has been used in nearly 200
research programs, doctoral dissertations and masters theses around the globe (Avolio,
Bass, & Jung, 1995). This current version of the MLQ has also been translated into
Chinese, Spanish, Portuguese, Italian, French, German, Norwegian, Swedish, Hebrew,
Turkish, Arabic, Thai, and Korean for use in various assessment and training research
projects (Bass & Avolio, 1995, 2000).
However, Hoppe (1999) argued that much that has been written has a North
American bias. He suggested researchers to use instruments developed in the host
country or, as needed, identify cross cultural validated scales and adjust them and/or
add to them based on local needs. Due to considering Hoppe’s point, the question
whether the instrument will exactly reflect Taiwanese cultural values was open as a
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limitation for this study.
According to Bass and Avolio’s (2000) report, the validation and reliability of the
latest version-MLQ Form 5 X have been highly constructed. In earlier review of
leadership theories in this chapter, 7 factors of MLQ were introduced. This study will
still use MLQ Form 5 X , which includes several additional factors, to identify
self-perceived leadership styles. In Bass and Avolio’s (2000) studies, charisma could
be conceptualized and measured as both an attribution and behavior and also the
construct of management-by-exception was divided into active and passive
components. Nine factors in the MLQ represent an attempt to define precisely the
constructs associated with leadership style and behaviors that constitute what Avolio
and Bass (1991) have labeled a full range of leadership. This full range includes
leadership styles, which are highly transformational at one end to those that are highly
avoidant at the other end.
Therefore, the Full Range Leadership Model consists of five transformational,
three transactional, and one non-transactional leadership factors. Bass and Avolio
(1995,2000) identified one attributed and four behavioral types of transformational
leadership.
1. Idealized Influence (Attributed) assesses the degree to which the leader instills
pride in others, displays power and confidence, makes personal sacrifice and acts
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in w ay s that build others’ respect for him or her.
2. Idealized Influence (Behavior) assesses the degree to which a leader considers the
ethical or moral consequences of decisions, talks about the importance of having a
collective sense of missions, shares values and beliefs, and specifies a sense of
purpose.
3. Inspirational Motivation assesses the leader’s ability to articulate a compelling
vision of the future as well as the degree to which he or she sets challenging
standards and takes a stand on controversial issues.
4. Intellectual Stimulation concerns the leader’s vision and those behaviors that
increase followers understanding of the problems they face. Transformational
leaders use intellectual stimulation to point out the problems in the current
situations and contrast them with their vision of the future.
5. Individualized Consideration concerns the extent to which leaders treat followers
as individuals and how much of a mentoring or coaching orientation leaders have
for followers.
In contrast, transactional leadership consists of three behavioral factors:
1. Contingent Reward concerns the extent to which leaders set goals, make rewards
contingent on performance, obtain necessary resources, and provide rewards when
performance goals have been met.
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2. Management-by-Exception (Active) concerns the degree to which leaders focus on
negatives instead of positives, and the degree to which they intervene when
mistakes occur. Active management-by-exception occurs when leaders closely
monitor follower performance and keep track o f mistakes.
3. Management-by-Exception (Passive) occurs when leaders are unaware of
performance problems until brought to their attention. Management-by-Exception is
characterized by negative feedback and punishment.
The last construct, non-transactional or laissez-faire leadership (LF) indicates an
absence o f leadership. Laissez-faire is neither transactional nor transformational.
Leaders who avoid responsibilities, fail to make decisions, are absent when needed, or
fail to follow up on requests would receive higher scores on the laissez-faire
leadership factor.
In

addition to questions

assessing transformational,

transactional,

and

laissez-faire, the MLQ also includes questions to assess leaders’ (a) Extra Effort, (b)
Effectiveness, and (c) Satisfaction.
Summary
This review of literature resulted from the recent rapid expansion of Taiwanese
higher education from elitist to mass higher education. The government greatly
addressed quality concerns by conducting ongoing assessments of higher education in
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an effort to improve the quality of higher education. The achievement of good ratings,
determined by meeting the standards of the assessment, is the goal for schools and the
government (MOE, 2002).
In order to answer the research question for this study, literature in the field of
leadership was reviewed to provide a theoretical foundation for this study. The
importance of an administrator’s leadership was stated (Cunningham & Cordeiro,
2000). An administrator’s leadership is the key to promoting effectiveness. Leadership
theories have explained the factors involved in the emergence of leadership and its
consequences. (Bass, 1990) They also have categorized leadership behaviors into
different leadership styles. A model of the full range of leadership, which measures
transformational, transactional, and laissez-faire leadership, was introduced and used
for this study (Bass, 1985, 1990; Bass & Avolio, 1993, 1994). The relationship
between different cultural factors and leadership styles was discussed. Finally, a
leadership instrument-MLQ used for this study was introduced.
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CHAPTER THREE
METHODOLOGY
Introduction
T his chapter describes the procedures utilized in order to address the research
question o f whether deans’ self- perceived leadership styles and/or factors of
leadership styles were associated with governmental ratings of university schools of
business and management in Taiwanese higher education. The MLQ that w as utilized
in this research as indicators of leadership styles as well as the results of governmental
ratings w as reviewed in Chapter Two. Delimitations and limitations of this research
were addressed at the end of this chapter.
Procedures
Population
There were 46 university schools of business and management in Taiwan
assessed from 2002 to 2003. Schools with five or more than a five-year history were
rated differently from the schools with less than a five-year history. For this reason, 12
schools with less than a five-year history will not be included in this research.
The potential population for this study was the deans from all 34 university
schools of business and management which have a history of at least five years and
that were part of the 2002/2003 assessment. This potential population of 34 deans was
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further delimited to those deans who were the deans of their present schools at the
time o f the same schools’ 2002-03 rating from the Ministry of Education.
Instrumentation
Data for this study were collected from three sources. One was the results of the
national assessment of 34 university schools of business and management issued by
the Ministry of Education in 2003. These ratings were documented in Appendix A on
page 134.
The second source of data was the business and management schools’ deans’
self-perceived leadership styles and /or factors of leadership styles. Based on the
review o f literature in Chapter Two, the self-perceived leadership styles and /or
factors o f leadership styles were determined by using the Chinese version of
Multifactor Leadership Questionnaire (MLQ), based on a full range of leadership
model. The Multifactor Leadership Questionnaire served as the appropriate
instrument for this study (Bass & Avolio, 1995,2000). The MLQ form used in this
study was presented in Appendix B on page 136. The overall strategy was to identity
business and management school deans’ self-perceived leadership characteristics
specific to either transformational, transactional, or laissez-faire leadership style using
scores on the MLQ. These deans’ self-perceived leadership characteristics specific to
a particular leadership style were correlated with governmental ratings o f school

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

56

performance to determine the strength of any association between them. Based upon
the findings, individual questions identifying particular factors specific to a leadership
style were analyzed. As indicated by the review of literature, these ratings were
comprised of six domains: (a) faculty quality, (b) instructional quality, (c) productivity
of faculty research, (d) service toward continuing education, (e) administrative
support, and (f) general impressions of members of the assessment committee.
The third source of the data was demographic information from the 34 business
and management deans. A questionnaire was designed to gather information with
respect to their gender, age, educational background, years of educational experience,
governmental ratings, and number of departments, students and faculty. This
questionnaire provided the researcher with information to further divide the
participants into subgroups and to analyze other relative relationships with leadership
characteristics specific to an identified leadership style. This questionnaire was found
in Appendix C on page 141.
Variables and Level o f Data
The dependent variable for this study was the governmental ratings of the six
domains identified in the review of literature for the assessment of university schools
of business and management. The six domains were: (a) faculty quality, (b)
instructional quality, (c) productivity of faculty research, (d) service toward

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

57

continuing education, (e) administrative support, and (f) general impressions of the
assessment committee. The ratings were denoted using a minimum of one star and a
maximum of five stars with five stars representing the highest level of performance.
There are no definitive descriptors for each of these ratings.
The independent variable for this study was the number of characteristics within
a self-perceived leadership style as identified in the MLQ and reported by the deans.
The MLQ used ordinal data to determine self-perceived leadership characteristics
within each leadership style that were reported nominally. The frequency and the
strength o f leadership characteristics provided the base for distinguishing among
dominances within each leadership style.
Confidentiality/Anonymity
Confidentiality
A packet consisting of a cover letter describing the purpose of the study
requesting voluntary participation, general instructions, the MLQ, a demographic
questionnaire, and a stamped return envelope was mailed directly to the 34 deans of
university schools of business and management. The cover letter is in Appendix D on
page 143. Each dean was asked to voluntarily participate in this research. Consent
was obtained by the return of the MLQ.
Participants were not coded; however, their questionnaires were coded by school
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in order t o correlate the MLQ with the MOE five-star rating. Confidentiality was
established by coding these 34 schools with numbers randomly picked from values
ranging from 1,000 to 1,100. The random values ranging from 1,000 to 1,100 were
selected for schools used in this research in order to assign code numbers that did not
reflect sim ilar or identical values used by the government for numerical identification
of the sam e schools. The researcher and her dissertation chair were the only persons
with access to this code, which was kept locked in a filing cabinet until the data were
entered.
Anonymity
The data were entered into a computer as soon as received. Once the correct
ratings were entered for all questionnaires returned, the code was destroyed thus
providing anonymity thereafter in the research. The computer files containing the
reported data did not contain the code or any form of personal or school identity. Data
collected were not utilized or reported when doing so uniquely revealed the identity of
the respondent due to small sample size. This might occur when a particular rating
had been assigned to only one school in one or more of the six domains.
The Null Hypothesis
The null hypothesis for this study was: there will be no experimentally important
or consistent predictability of governmental ratings of schools of business and
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m anagem ent as predicted by the number and strength of self-perceived leadership
characteristics specific to a particular leadership style.
D efinition
Experim ental importance was defined as an r2 of 40%. Experimental consistency
was d efin e d at a level of a = .05.
Statistical Procedure
A le a s t squares linear regression was conducted to calculate the level of
predictability, that is, the r2value, and the p-value in order to determine the level of
experimental consistency.
A Priori
The assumption of normality was met by having sufficient sample size.
Delimitations
This study was delimited to Taiwanese higher educational settings and focused
on university schools of business and management. The schools o f business and
management were delimited to those that were assessed by the Ministry o f Education,
and reported in 2003, and have a minimum of a five-year history. A further
delimitation was only deans who were the deans of their present schools at the time of
the same schools’ 2002-03 rating by the MOE were selected for this research.
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Limitations
O n e potential limitation of this study concerned the use of a leadership
instrum ent developed in America. Considering the cultural differences that separate
America and Taiwan, there might be cultural differences influencing translation that
were n o t readily determined.

Summary

T his chapter addressed the quantitative methodology that was used in this
research. The potential population for this study was the deans from 34 university
schools o f business and management with a history of at least five years assessed
through 2002 to 2003. For the purpose of this study, each of the 34 deans was sent a
survey packet consisting of (a) a cover letter describing the purpose of the study
requesting voluntary participation, general instructions, (b) the MLQ, (c) a
demographic questionnaire, and (d) a stamped return envelope.

The null hypothesis of this study was to determined that there will be no
experimentally important or consistent predictability of governmental ratings of
schools of business and management as predicted by the number and strength of

self-perceived leadership styles and /or factors of leadership styles.
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The experimental importance in this research was defined as an r2 of 40% and the
experimental consistency was defined at a level of a=.05 for this research.
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CHAPTER FOUR
RESULTS
Introduction
The research question for this study was: what leadership styles and/or factors of
leadership styles, as self-perceived by deans, if any, were associated with the
governmental ratings of university schools of business and management in Taiwanese
higher education?
The hypothesis for this study was to exam the possible existence o f any
experimentally important and experimentally consistent predictability of
governmental ratings of schools of business and management as predicted by the
number and strength of self-perceived leadership styles and/or factors o f leadership
styles. In addition, various deans’ demographic indicators such as gender, age, years
of administrational experience, educational background, self-report ratings, and
school size were analyzed to seek relative relationships with leadership characteristics
specific to an identified leadership style.
Data collected for this study included (a) results of the national assessment of
34 university schools of business an management issued by the MOE in 2003,
documented in Appendix A on page 134, (b) business and management schools’ deans’
self-perceived leadership characteristics specific to a particular leadership style
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identified using scores on the MLQ, documented in Appendix B on page 136, and (c)
34 business and management deans’ demographic information, documented in
Appendix C on pagel41.
D eans’ self-perceived leadership styles and /or factors of leadership styles were
correlated with governmental ratings of school performance to determine the strength
of any association among them. The individual questions identifying particular factors
specific to a leadership style were analyzed. Data from deans’ demographic
information were used to further divide the participants into subgroups and to analyze
other relative relationships with leadership characteristics specific to an identified
leadership style.
This chapter reports the return rate, the data collected from deans’ demographic
questionnaire, the score on the MLQ, and the analysis of these data. All data analyses
were calculated by using Microsoft Excel and GB-STAT programs.
Instrumentation and Return Rate
Survey packets consisting of a cover letter providing the purpose of the study
and instructions, the MLQ, a dean’s demographic questionnaire, and a stamped return
envelope were mailed to the 34 deans of university schools of business and
management. One week later, a total of 15 responses were received providing a 44%
return rate. Thank you cards were sent to these 15 respondents. Two weeks later,
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another letter reminder and replacement survey were sent to those 19 non-respondents.
An addition of seven deans responded after the second mailing providing a final
return rate of 65%.

Survey Results

Demographic Information

Gender and Age

O f the 22 respondents, 100% of the deans were male. The average age of the
respondents was 53 years old ranging from 44 years to 65 years of age.

Education and Educational/Administration Experience

The 22 respondents all had doctoral degrees. The respondents had an average of
20 years of educational experience in their career with a range o f eight years to 35
years. The respondents had an average of 12 years of educational administration with
a range of 2 years to 32 years.

Years in Current Position

The respondents had an average of two years in the position of dean in their
present schools with a range in tenure of 0 to 7 years, rounded off to the nearest year.
Two of 21 respondents were new to their positions.
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Number o f Departments, Students, Teachers, and Student to teacher Ratio

The respondents averaged six departments under their supervision with a
minimum of 3 and a maximum of 10 departments. Their student enrollments averaged
3550 with a range of 637 to 9000. The number of faculty averaged 93 with a range of
30 to 159.

The student to teacher ratio averaged 41 having a range of 10 to 64. Table

7 presents a summary of all demographic reported above.

Table 7 Frequency Distribution o f Business and Management Deans ’Demographic
Average

Minimum

Maximum

SD

Age (yrs)
N=21

53

44

65

7

Experience in Education (yrs)
N=20

20

8

35

8

Experience of Admin (yrs)
N=21

12

2

32

8

Years of Current Position
N=21

2

0

7

2

Number of Departments
N=22

6

3

10

2

Number of Students
N=22

3550

637

9000

2016

Number of Teachers
N=22

93

30

159

37

Student to teacher Ratio
N=22

41

10

64

17
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Deans ’S e lf Report o f Governmental Ratings

Table 8 below shows the results of governmental ratings reported respectively
from the Ministry of Education and 22 business school deans. The number in each of
the six domains represents the number of stars assigned by the government to reflect
school quality. Five stars signify a very high level of quality in a certain domain; one
star signifies a very low level of educational quality. Numbers 2, 3, and 4 were
assigned to schools ranking between the top and bottom rating in quality respectively.
All ratings are based upon the judgment of the committee assigned by the MOE to
rank schools by their educational quality. The government does not assign a descriptor
characterizing the distinction between and among the different number o f stars though
it is presumed that the committee has more specific guidelines to use that are not
made public.

Table 8

Governmental Ratings Reported from the MOE and 22 Deans

School Quality as Rated by Number of Stars
School(S)

Faculty Teaching Research

Contin Ed

Admin

Impressions Net Sum
5

MOE (Si)

5

4

5

4

4

Dean (Si)
MOE-Dean

5

5

5

5

4

5

0

-1

0

-1

0

0
-2
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School Quality as Rated by Number of Stars
School (S)
MOE ( S 2)
Dean (S 2)
M OE-Dean

Faculty Teaching Research

Contin Ed

Admin

Impressions Net Sum

3

3

3

3

3

3

3

3

3

3

3

3

0

0

0

0

0

0
0

MOE (S 3)

2

3

1

3

3

3

Dean (S 3)
MOE-Dean

3

3

1

5

3

3

-1

0

0

-2

0

0

-3
MOE (S4)

3

3

3

4

3

3

Dean ( S 4 )
MOE-Dean

3

3

3

4

3

3

0

0

0

0

0

0
0

MOE (S5)

5

Dean ( S 5 )
MOE-Dean

NA

4

5

4

4

5

NA
NA

MOE (S6)

4

Dean (Se)
MOE-Dean

NA

3

5

2

4

4

NA
NA

MOE (S7)

4

3

4

3

Dean ( S 7 )
MOE-Dean

4

5

5

0

-2

-1

3

5

3
4

-2

-1

-2

5
-8

MOE (S8)

4

Dean (Ss)
MOE-Dean

NA

3

4

3

3

3

NA
NA

MOE (S9)
Dean ( S 9 )
MOE-Dean

1

2

3
3

0

0

2

1

3
3

3
3

3
3

0

0

0

0
0
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School Quality as Rated by Number o f Stars
School(S)

Faculty Teaching Research

MOE (Sio)

4

Dean (Sio)
MOE-Dean

NA

3

4

Contin Ed

Admin

3

2

Impressions Net Sum
2

NA
NA

MOE ( S n )
Dean ( S n )

2

3

3

3

3

3

2

3

3

3

3

3

MOE-Dean

0

0

0

0

0

0
0

MOE (S 12)

2

3

3

3

3

3

Dean (S 12)
MOE-Dean

2

3

3

3

3

3

0

0

0

0

0

0
0

MOE (S,3)

3

3

2

3

2

2

Dean (S 13)
MOE-Dean

3

3

2

3

2

2

0

0

0

0

0

0
0

MOE (S 14)
Dean (Si4)
MOE-Dean

4

4

3

4

4

4

4

4

3

4

4

4

0

0

0

0

0

0
0

MOE (S 15)

2

3

2

3

3

3

Dean (S 15)

2

3

2

3

3

3

MOE-Dean

0

0

0

0

0

0
0

MOE (S16)

5

4

5

3

3

4

Dean (Si6)

4

4

5

5

5

5

MOE-Dean

1

0

0

-2

-2

-1
-4

5
5

4
5

5
5

5
5

5
5

5
5

0

-1

0

0

0

0

MOE (Si8)

2

2

3

3

3

3

Dean (Sis)

NA

MOE-Dean

NA

MOE (S,7)
Dean (Si7)
MOE-Dean

.
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School Quality as Rated by Number of Stars
School (S)

Faculty Teaching Research

Contin Ed

Admin

Impressions Net Sum

MOE (S 19)

2

2

3

2

2

2

Dean (S 19)
MOE-Dean

3

3

4

3

3

4

-1

-1

-1

-1

-1

-2
-7

MOE (S20)

3

Dean (S 20)
MOE-Dean

NA

4

3

3

3

3

NA
NA
4

4

4

4

4

1

0

0

MOE (S 21)

5

Dean (S 21)
MOE-Dean

4

4

3

4

4

0

0

0

3

1
MOE (S 22)

5

Dean (S 22)
MOE-Dean

NA

4

5

5

5

5

NA
NA

Sum
(MOE-Dean)

0

-5

-2

-8

-4

-5

Note. NA: Not Available. Faculty: Faculty Quality. Teaching: Instructional Quality.
Research: Productivity of Faculty Research. Contin Ed: Service toward Continuing
Education. Admin: Administrative Support. Impressions: General Impression of the
Members of the Assessment Committee.

Summary o f Table 8

Faculty quality was misreported by a total of two stars; instructional quality six
stars; productivity of faculty research four stars; service toward continuing education
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eight stars; administrative support six stars; general impression of the members of the
assessment committee seven stars. A total of 15 deans reported their governmental
ratings; eight deans reported their governmental ratings correctly, that is exactly the
same as the MOE reported. Seven deans misreported their governmental ratings.
Table 9 shows the total number of stars misreported by each dean and the mean
number o f stars assigned from the MOE for each school.

Table 9 Misreported and Mean Stars
Missed Stars

Mean Stars

SI

2

4.5

S2

0

3

S3

3

2.5

S4

0

3.2

S5

NA

4.5

S6

NA

3.7

S7

3.3

S8

8
NA

S9

0

2.5

SIO

NA

3

S ll
S12

0

2.8

0

2.8

S13

0

2.5

S14

0

3.8

S15
S16
S17

0
4

2.7
4

1

4.8

S18

NA

2.7

S19

7

2.2

S20

3.2

S21

NA
-1

S22

NA

4.8

3.3

4
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MLQ Scores

Leadership Style

The MLQ scale scores are average rank scores for the items on the scale. The
score was derived by summing the items and divided by the number of items that
make up the scale to obtain the mean rank score of each respondent. The mean score
for transformational, transactional and laissez-fair components were determined. If
the individual score was above the mean for that component, that leadership style was
considered dominant. If one or more factors from another leadership style were
greater than or equal to the mean rank of the dominant style, the individual was
determined to have a mixed leadership style. Leaders who had equal mean ranks for
components, that is did not have a dominant leadership style, were characterized as
having a combined style. Therefore, mixed leadership style refers to a leader having a
dominant leadership style with one or more factors present from another leadership
style while combined leadership style indicates a leadership style equally sharing two
or more specific leadership styles.

Table 10 reports 22 business school deans’ mean scores of transformational,
transactional and laissez-faire components and leadership styles determined.
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Table 10

Deans ’M LQ Scores
Mean Score
Transform Transactional Laissez-faire

Leadership

Style

School 1

2.8

1.6

1

Transform

School 2

3.5

1.8

0

Transform

School 3

3.2

2.3

0.8

Transform

School 4

3.4

2.3

0.8

Transform

School 5

2.1
2

1.5

Transform

School 6

3
2.4

2

Transform

School 7

4

3.1

1

Transform

School 8

3.7

1.9

1

Transform

School 9

3.1

2.3

0.3

Transform

School 10

3.7

1.8

1.3

Transform

School 11

3

2

1

Transform

School 12

2.9

1.8

0.3

Transform

School 13

2.7

1.5

Transform

School 14

3.6

1.9
2.3

School 15

3.6

2.5

0
1

Transform
Transform

School 16
School 17

2.8

2.5

1

3.6

3.4

4

Transform
Transform

School 18

3.1

2.1

0.8

Transform

School 19

2.7

2.7

1.8

Trform/act

Mixed

School 20

3.1

2.1

0.8

Transform

Mixed

School 21

3.1

2.4

1.3

Transform

School 22

3.3

2.2

0.8

Transform

Mixed

Mixed
Mixed

Mixed

Mixed

Table 11 summarizes that 15 deans are transformational, six deans are mixed with
transformational as a dominant style and one factor of transactional leadership, and
one dean is combined with both transformational and transactional leadership styles
with two factors of transactional leadership.
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Table 11

Deans 'Leadership Style

Leadership Style

Dean(s)

Transformational (Pure)

15

T ransformational/Mixed

6

Transformational/Transactional/Combined

1

Governmental Ratings and Leadership Style

Governmental Ratings vs. Deans 'Leadership Style

For this study, a Pearson r was conducted to indicate the correlation o f
governmental ratings and deans’ leadership styles assessed by the MLQ. Table 12 and
Figure 1 display the Pearson r-values of governmental ratings and transformational,
transactional, and laissez-faire leadership.
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Table 12

Governmental Ratings vs. Deans’ Leadership Style

Governmental Ratings
Leadership Style

Pearson r

Transformation

0.06

Transactional

0.16

Laissez-faire

0.36

Figure 1 Governmental Ratings vs. Deans’ Leadership Style

0.6
0 .4

0.2

0 .3 6

.1 6

0
-

0.2

-0 .4
-

0.6

Governmental Ratings vs. Transformational by Factor

A Pearson r also was conducted to determine the correlation of governmental
ratings and the deans’ scores on five factors specific to transformational leadership.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

75

Table 13 and Figure 2 display the r-values for governmental ratings and Idealized
Influence (Attribute), Idealized Influence (Behavior), Inspirational Motivation,
Intellectual Stimulation, and Individual Consideration.

Table 13

Governmental Ratings vs. Transformational by Factor

Governmental Ratings
Factor

Pearson r

Attribute

0.26

Behavior

0.24

Inspirational

0.04

Intellectual

-0.33

Individual

-0.08
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Figure 2 Governmental Ratings vs. Transformational by Factor

0.4
.24
-

-

0.1

.08

0.6

Governmental Ratings vs. Transactional by Factor

For this study, A Pearson r was conducted to determine the correlation of
governmental ratings and deans’ scores of three factors specific to transactional
leadership. Table 14 and Figure 3 display the results.
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Table 14

Governm ental Ratings vs. Transactional by Factor

Governmental ratings
Factor

Pearson r

Contingent Reward

-0.27

Active Management

0.18

Passive Management

0.31

Figure 3 Governmental Ratings vs. Transactional by Factor

0.6
0.4
0.2
0
-

0.2

-0 .2 7

-0 .4
-

0.6
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G overnm ental Ratings vs. Trasformational by Question

For this study, the correlation of governmental ratings and individual questions
of each o f five factors specific to transformational leadership was calculated by using

Pearson r. The results of all these r-values were displayed in the following tables and
figures. Table 15 and Figure 4 displays the correlation of governmental ratings and
four questions specific to Idealized Influence (Attributed) factor in transformational
leadership. Table 16 and Figure 5 displays the correlation of governmental ratings and
four questions specific to Idealized Influence (Behavior) factor in transformational
leadership. Table 17 and Figure 6 displays the correlation of governmental ratings and
four questions specific to Inspirational Motivation factor in transformational
leadership. Table 18 and Figure 7 displays the correlation of governmental ratings and
four questions specific to Intellectual Stimulation factor in transformational leadership.
Table 19 and Figure 8 displays the correlation of governmental ratings and four
questions specific to Individual Consideration factor in transformational leadership.
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Table 15

Governm ental Ratings vs. Questions o f Idealized Influence (Attributed)

Governmental Ratings
Attribute Question

Pearson r

Instill Pride

0.15

Go beyond Self-Interest

0.26

Build Others' Respect

0.24

Display Power
/Confidence

0.14

Figure 4 Governmental Ratings vs. Questions of Idealized Influence (Attributed)

0.60 -T
0.40 -
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Table 16

Governm ental Ratings vs. Questions o f Idealized Influence (Behavior)

Governmental Ratings
Behavior Question

Pearson r

Share Values/ Beliefs

0.36

Emphasize Purpose

-0.02

Consider Moral/Ethical
Consequences

0.27

Emphasize Mission

0.11

Figure 5 Governmental Ratings vs. Questions of Idealized Influence (Behavior)

0.6
0 .4

0.2

0 .3 6

.2 7

0
-

0.2

- 0 .4
-

0.6

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

81

Table 17

G overnm ental Ratings vs. Questions o f Inspirational Motivation

Governmental Ratings
Inspirational Motivation Question

Pearson r

Optimistic to Future

-0.11

Talk about Needed
Accomplishment

0.07

Articulate Compelling Vision

0.13

Confident to Goals to be
Achieved

0.03

Figure 6 Governmental Ratings vs. Questions of Inspirational Motivation

0.60
0.40
0.20

C

s 0.00
<u

CU
-

0.20

e<Da
cjo

"O

-0.40
-0.60
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Table 18

Governmental Ratings vs. Questions o f Intellectual Stimulation

Governmental Ratings
Intellectual Stimulation
Question

Pearson r

Re-exam Critical Assumptions

-0.49

Seek Differing Perspectives

-0.16

Guide to Look at Different
Angles

-0.21

Suggest New Ways to Achieve

-0.18

Figure 7 Governmental Ratings vs. Questions of Intellectual Stimulation

0.60
0.40
.

0 .2 0 -

s

0.00 -

03

&

-

0.20

-

0.40

-

0.60

-
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Table 19

Governmental Ratings vs. Questions o f Individual Consideration

Governmental Ratings
Individual Consideration
Question

Pearson r

Spend Time Teaching /Coaching

-0.14

Treat Others as Individuals

0.16

Consider Individual
Needs/Abilities

-0.22

Develop Others' Strength

-0.27

Figure 8 Governmental Ratings vs. Questions of Individual Consideration

0.60
0.40

-

0.20

-

0.16

C
I 0.00
C
u3

CL.

-

0.20
-

-

0.27

0.60
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Governmental Ratings vs. Transactional by Question

For this study, the correlation of governmental ratings and individual questions
of each of three factors specific to transactional leadership was calculated by using
Pearson r. The results of all these r-values were displayed in the following tables and
figures. Table 20 and Figure 9 displays the correlation of governmental ratings and
four questions specific to Contingent Reward factor in transactional leadership. Table
21 and Figure 10 displays the correlation of governmental ratings and four questions
specific to Management-by Exception (Active) factor in transactional leadership.
Table 22 and Figure 11 displays the correlation of governmental ratings and four
questions specific to Management-by Exception (Passive) in transactional leadership.

Table 20

Governmental Ratings vs. Questions o f Contingent Reward

Governmental Ratings
Contingent Reward

Pearson r

Exchange Assistance for Efforts

-0.50

Delegate for Achieving Goals

-0.02

Clarify What to receive When Goals Achieved

-0.22

Express Satisfaction When Expectations Met

0.02
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Figure 9 Governmental Ratings vs. Questions of Contingent Reward

0.6

-

0.2

-

0.4

-

0.6

^ 0.22
-

0. 50

Table 21

Governmental Ratings vs. Questions o f Management-by-Exception (Active)

Governmental Ratings

Management ( Active) Question

Pearson r

Focus on Mistakes

-0.10

Concentrate on Dealing with
Mistakes

0.31

Keep Track of Mistakes

0.01

Direct Attention toward Failures

0.26
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Figure 10 Governmental Ratings vs. Questions of Management-by-Exception
(Active)

0.60
0.40 0 .2 0

0.26
-

c

8
Cu

0.00
-

0.20

0.10

-

-0.60 J

Table 22

Governmental Ratings vs. Questions o f Management-by-Exception (Passive)

Governmental Ratings
Management (Passive) Question

Pearson r

Fail to Interfere

0.03

Wait for Things to Go Wrong

0.28

Believer in " if it ain't broke, don't fix
it

0.37

Take Action after Problems are
Chronic

0.33
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Figure 11 Governmental Ratings vs. Questions of Management-by-Exception
(Passive)

0.40

-♦ 0.33

03
-

0.10
G°

-0 .6 0

Governmental Ratings vs. Lassie-faire by Question

For this study, Pearson r was conducted to determine the correlation o f
governmental ratings and questions specific to Laissez-faire. Table 23 and Figure 12
display the results.
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Table 23

Governm ental Ratings vs. Lassie-faire by Question

Governmental Ratings
Laissez-faire

Pearson r

Avoid Involvement

0.08

Absent when Needed

0.39

Avoid Decision
Making

0.33

Delay Emergencies

0.27

Figure 12 Governmental Ratings vs. Lassie-faire by Question

0.6

0.4
0.27

0.2
0
-

0.2

-

0.4

-

0.6

0.08
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Governmental Ratings vs. Extra Effort, Effectiveness and Satisfaction by Question

In addition to assessing transformational, transactional and laissez-faire
leadership, the MLQ also assesses outcomes of leadership with three scales of Extra
Effort, Effectiveness, and Satisfaction. For the correlation of governmental ratings and
questions specific to the outcome of leadership, Pearson r was conducted. Scores from
questions specific to Extra Effort, Effectiveness, and Satisfaction were analyzed.
Table 24 and figure 13 displays the correlation o f governmental ratings and three
questions specific to Extra Effort. Table 25 and Figure 14 display the correlation of
governmental ratings and four questions specific to Effectiveness. Table 26 and Figure
15 display the correlation of governmental ratings to two questions specific to
Satisfaction.
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Table 24

Governmental Ratings vs. Extra Effort by Question

Governmental Ratings
Extra Effort Question

Pearson r

Get Others Do More than They
Expect

0.01

Heighten Desire to Succeed

0.25

Make Others Try Harder

0.48

Figure IS Governmental Ratings vs. Extra Effort by Question

0.90
S

i

£

0.48

0.40
- 0.10
-0 .6 0
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i

i

Get Others D o

Heighten

M ake Others
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Trv Harder

They Expect

Succeed
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Table 25

Governm ental Ratings vs. Effectiveness by Question

Governmental Ratings
Effectiveness Question

Pearson r

Effective in Meeting Job-Related Needs

-0.03

Effective in Representing Others to
Authority

0.00

Effective in Meeting Requirements

0.55

Lead Effective Group

0.33

Figure 14 Governmental Ratings vs. Effectiveness by Question

0.60
0.40 0.33

U

0.20

C

I
(X

m n on
♦ ■O.UJ"'Effective in
Effective in
- 0.20 '
M eeting JobRepresenting
Related Needs
Others to
-0.40
Authority
o .o o

Effective in
M etting
Requirements

Lead Effective
Group

-0.60
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Table 26

Governmental Ratings vs. Satisfaction by Question

Governmental Ratings
Satisfaction Question

Pearson r

Using Satisfying Leadership

0.24

Work with Others in Satisfactory
Ways

0.35

Figure 15 Governmental Ratings vs. Satisfaction by Question

0.6 0
0.4 0

„

0.20

l
^

0.35

° '00
-

0.20

Using Satisfying
Leadership

Work with Others in
Satisfactory W ays

-0 .4 0
-0 .6 0
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Results of Statistical Analysis

Governmental Ratings vs. Leadership Style by Question

For this study, the least square regression was conducted using the percent of
transform by frequency of response to MLQ and also by mean rank to calculate the
level of predictability and the p-value in order to determine the level o f experimental
consistency.

The correlation of governmental ratings to individual questions of leadership
factors specific to leadership styles, Extra Effort, Effectiveness, and Satisfaction in
MLQ was conducted by using Pearson r. The results found in this research had
grouped the total 45 questions in MLQ into three categories: (a) questions having
positive correlation to governmental ratings, (b) questions having negative correlation
to governmental ratings, and (c) questions having very weak to no correlation to
governmental ratings. Tables 27, 28, 29, 30, 31 and 32 display these findings and their
summaries.

As Table 27 shows, there were 18 questions found to have positive correlations
with governmental ratings. The 18 r-values varied from high (r = 0.48 to 0.55) to
modest (r = 0.31 to 0.39) to low (r = 0.24 to 0.28).
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Table 27

Questions Having Positive Correlation

Question

r-value Descriptor

r2

Leadership Style

Q#

Effectiveness

Q43 effective in meeting requirements

0.55 High

30%

Extra Effort

Q44 make others try harder

0.48 High

23%

Laissez-faire

Q7

0.39 Modest

15%

Transactional

Q17 Believer in " if it ain't broke, don't fix it

0.37 Modest

14%

Transformational

Q6

0.36 Modest

13%

Satisfaction

Q41 work with others in satisfactory ways

0.35 Modest

12%

Effectiveness

Q45 lead effective group

0.33 Modest

11%

Transactional

Q20 take action after problems are chronic

0.33 Modest

11%

Laissez-faire

Q28 avoid making decisions

0.33 Modest

11%

Transactional

Q22 concentrate on dealing with mistakes

0.31 Modest

10%

Transactional

Q12 wait for things to go wrong

0.28 Low

8%

Laissez-faire

Q33 delay responding to urgency

0.27 Low

7%

Transformational

Q23 Consider moral /ethical consequences

0.27 Low

7%

Transactional

Q27 direct attention toward failures

0.26 Low

7%

Transformational

Q18 go beyond self-interest

0.26 Low

7%

Extra Effort

Q42 Heighten desire to succeed

0.25 Low

6%

Transformational

Q21 build up others' respect

0.24 Low

6%

Satisfaction

Q38 using satisfying leadership

0.24 Low

6%

absent when needed
share values and beliefs

Table 28 displays the summary of these findings. Among these 18 questions, four
were from transformational leadership, five from transactional leadership, three from
Laissez-faire, two from Extra Effort, two from Effectiveness, and two from
Satisfaction. This table shows the number of positive correlations for each leadership
style (# Pos), the number of possible questions for that leadership style (Possible), the
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percent o f the number of positive correlations for the number possible (% Used), the
percent o f positive correlations that leadership style represented of all positive
correlations reported (% of Total), and the ratio of the number of questions
representing that leadership style to the total number of questions in the survey
expressed as a percent (% in Survey).
Table 28
Summary o f Questions Having Positive Correlation
% of
Leadership Style

#Pos

Possible

% Used

Total

% in
Survey

18

45

Transformational

4

20

20%

22%

44%

Transactional

5

12

42%

28%

27%

Extra Effort

2

3

67%

11%

7%

Laissez Faire

3

4

75%

17%

9%

Effective

2

4

50%

11%

9%

Satisfaction

2

2

100%

11%

4%

Table 29 displays questions with negative correlation to governmental ratings.
There were six questions found having negative correlation to governmental ratings.
The six r-values varied from high (r=-0.49 to -0.50) to low (r=-0.21 to -0.27).
These questions were found specific to both transformational and transactional
leadership styles.
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Table 29

Questions Having Negative Correlation
Leadership Style

Q#

Transactional
Transformational

Ql
Q2

Transformational

Q31

r-value

Descriptor

r2

exchange assistance for efforts

-0.50

high

25%

re-exam critical assumptions

-0.49

high

24%

develop others' strength

-0.27

low

7%

-0.22

low

5%

Question

clarify what to receive when
Transactional

Q16 goals are achieved
consider individual

Transformational

Q29 needs/abilities

-0.22

low

5%

Transformational

Q30 guide to look at different angles

-0.21

low

4%

Table 30 displays the summary of questions having negative correlation. Among
the six questions, four were from transformational leadership style and two from
transactional leadership style.

Table 30

Summary o f Questions Having Negative Correlation
% of

% in

Leadership Style

Used

Possible

% used

Total

Survey

Transformational
Transactional

4
2

20
12

20%
17%

22%
11%

44%

Laissez Faire

0

4

0%

0%

9%

Extra Effort
Effectiveness

0

0%
0%

0%

7%

0

3
4

0%

9%

Satisfaction

0

2

0%

0%

4%

27%
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Table 31 shows that 21 questions found having very weak to no correlation to
governmental ratings. The 21 questions were found from transformational,
transactional, laissez-faire leadership styles, Extra Effort, Effectiveness, and
Satisfaction.

Table 31

Questions Having Very Weak to No Correlation
Leadership Style

Q#

Question

r-value Descriptor

r2

Transformational Q19 Treat others as individuals

0.16

weak

3%

Transformational Q10 instill pride in others

0.15

weak

2%

Transformational Q25 Display power and confidence

0.14

weak

2%

Transformational Q26 articulate compelling future vision

0.13

weak

2%

Transformational Q34 emphasize sense of mission

0.11

weak

1%

Laissez-faire

0.08

no

1%

Transformational Q13 talk about needed accomplishment

0.07

no

0%

Transactional

Q3 fail to interfere
Transformational Q36 confident to goals to be achieved

0.03

no

0%

0.03

no

0%

Transactional

Q35 express satisfaction when expectations met

0.02

no

0%

Extra Effort

Q39 get others do more than they expect

0.01

no

0%

Transactional

Q24 Keep track of mistakes

0.01

no

0%

Effectiveness

Q40 effective in representing others to authority

0.00

no

0%

Q5

avoid getting involved

Transactional

QH delegate for achieving goals
Transformational Q14 emphasize sense of purpose

-0.02

no

0%

-0.02

no

0%

Effectiveness

Q37 effective in meeting job-related needs

-0.03

no

0%

Transactional

Q4

-0.10

weak

1%

Q9 Optimistic to future
Transformational Q15 spend time teaching /coaching

-0.11

weak

-0.14

weak

1%
2%

Transformational

-0.16

weak

3%

-0.18

Weak

3%

focus attention on mistakes

Transformational

Q8

Seek differing perspectives

Transformational Q32 suggest new ways to achieve

Table 32 summarized Table 31. Among these 21 questions, 12 questions were from
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transformational leadership style, 5 from transactional leadership style, one from
laissez-faire, one from Extra Effort, and one from Effectiveness.

Table 32

Summary o f Questions Having Very Weak to No Correlation
% of

% in

Leadership Style

Used

Possible

% used

Total

Survey

Transactional

5

12

42%

28%

Transformational

12

20

60%

67%

27%
44%

Laissez Faire

1

4

25%

6%

9%

Satisfaction

0

2

0%

0%

4%

Effective

2

4

50%

11%

9%

Extra Effort

1

3

33%

6%

7%

Leadership Style vs. Governmental Ratings by Domain

The correlation of the deans’ leadership style to governmental ratings by domain
was conducted by using Pearson r. The 22 deans’ transformational, transactional, and
laissez-faire leadership styles were correlated to the number of stars assigned to each
of six domains. Table 33 displays these r-values. From Table 33, Laissez-faire
leadership style had the strongest correlation to five domains, except to the domain of
Service toward continuing education.
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Table 33

Leadership Style vs. Governmental ratings by Domain

Domain

Leadership Style

Faculty Teaching Research

Contin. Ed

Admin.

Impression

Transformational

0.09

0.06

-0.06

0.33

0.05

-0.09

Transactional

0.14

0.1

0.07

0.2

0.23

0.14

Laissez-faire

0.37

0.16

0.43

0.19

0.3

0.28

Note. Faculty: Faculty Quality. Teaching: Instructional Quality. Research:
Productivity of faculty research. Contin. Ed.: Service toward continuing education.
Admin.: Administrative support. Impression: General impressions of members of the
assessment committee.

In all domains, transactional leadership ranked between the two extremes. A
comparison of r-values was made to determine whether transactional leadership
correlated more closely with Laissez-faire or with transformation. Table 34 shows the
arithmetic difference in Pearson r-values, which show in all six domains, transactional
leadership more closely correlated with Laissez-faire leadership style than with
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transformational.

Table 34

Transactional Leadership Style s Juxtaposition to Transformational and Laissez-faire
by Domain o f Ratings

Domain

Laissez-faire-Transactional

Laissez-faire-Transformational

Faculty

0.22

0.28

Teaching

0.06

0.10

Research

0.36

0.49

Admin.

0.07

0.26

Impression

0.14

0.36

Contin. Ed

-0.01

-0.14

Note. Faculty: Faculty Quality. Teaching: Instructional Quality. Research:
Productivity of faculty research. Contin. Ed.: Service toward continuing education.
Admin.: Administrative support. Impression: General impressions of members of the
assessment committee

Demographic Variables as Related to Governmental Ratings

With the exception of one variable, an analysis of the relationship between
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demographic variables and governmental ratings resulted in very weak or no
correlations at all when computed using a Pearson correlation technique. The one
exception was for the variable of student to teacher ratio. A relatively high negative
correlation, r = -0.42, was found between the governmental ratings and the student to
teacher ratio. When the governmental ratings were broken down by domain, the
following correlations, all negative, were calculated for student to teacher ratio by
domain and reported in Table 35.

Table 35

Student to teacher Ratio vs. Governmental Ratings by Domain

S/T

Ratio

Faculty

Teaching

Research

Contin. Ed

Admin

Impressions

-0.28

-0.42

-0.27

-0.24

-0.47

-0.52

Note. S/T: Student/Teacher. Faculty: Faculty Quality. Teaching: Instructional Quality.
Research: Productivity of faculty research. Contin. Ed. : Service toward continuing
education. Admin.: Administrative support. Impression: General impressions of
members of the assessment committee.

Summary

University schools of business and management assessed by the Ministry of
Education from 2002 to 2003 in Taiwan were studied to examine what self-perceived
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leadership styles and/or factors of leadership styles, if any, are associated with
governmental ratings of university schools of business and management in Taiwan.
There were 34 schools/deans in this study.

Survey packages were sent to 34 participants selected for this study. A total
return rate of 65% was reached in two mailings. For this study, all data analyses were
calculated by using Microsoft Excel and the GB-STAT program.

The data collected for this study included (a) results of the national assessment of
34 university schools of business and management issued by the MOE in 2003.

(b) business and management school deans’ self-perceived leadership style or factors
specific to a particular leadership style assessed by the MLQ, and (c) 34 business and
management deans’ demographic information.

The results of source (a) were reported by the MOE, documented in Appendix A.
The results of deans’ self-perceived leadership style (b) and deans’ demographic
information (c) were reported in this chapter.

The results of the demographic information for the deans found that all
respondents were male deans with an average age of 53 years. The respondents had
doctoral degrees, an average of 20 years of educational experience, and an average of
12 years of educational administration. The respondents had an average of two years
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in the position of dean in their present schools. The respondents averaged six
departments under their supervision with an average student enrollment of 3550 and
faculty of 93. The student to teacher ratio averaged 41.

The discrepancy of governmental ratings reports between the MOE and the
deans showed that faculty quality was misreported by 2 stars; instructional quality 6
stars; productivity of faculty research 4 stars; service toward continuing education 8
stars; administrative support 6 stars; general impression of the members of the
assessment committee 7 stars.

The results of the MLQ found that overall transformational leadership style was
the dominant leadership style perceived by deans. This chapter also reported the
strength of association of governmental ratings with leadership styles, leadership style
by factor, and leadership style by question, and the correlation of leadership style and
governmental ratings by domain as well as demographic variables as related to
governmental ratings.
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CHAPTER FIVE

CONCLUSIONS
Introduction

The purpose of this study was to examine what relationship, if any, exists
between governmental ratings of university school of business and management in
Taiwan and their deans’ self-perceived leadership styles and /or factors of leadership
styles. This chapter provides conclusions appropriate to the problem statement and the
research question based upon the results of the data analyses.

Research Question

The research question for this study was: what leadership styles and/or factors of
leadership styles, as self-perceived by deans, if any, were associated with the
governmental ratings of university schools of business and management in Taiwanese
higher education?
Leadership Style
The findings from this research indicated that deans perceived themselves as
dom inantly transform ational leaders w ith m o st leaders id en tifyin g th em se lv es as a

mixture of transformational leadership and transactional leadership characteristics,
and to a lesser extent, laissez-faire. Therefore, as a result of the identification of a
single leadership style among deans, it was not possible to determine a relationship
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between leadership styles and governmental ratings. Additional analysis concluded
there was no relationship among varying degrees o f transformational leadership and
the governmental ratings.
Leadership Styles by Factors
Transformational
When the possible associations between deans’ perceived leadership style and
their respective governmental ratings were analyzed by factors within leadership
styles, a low positive correlation (r = 0 .25) between the governmental ratings and
transformational factors of Idealized Influence (Attributed) and Idealized Influence
(Behavior) was found. No correlation was found for the transformational factors of
Inspirational Motivation and Individual Consideration while a moderate negative
correlation (r = -0.33) was found for the factor o f Intellectual Stimulation.
Transactional
With respect to transactional factors, the deans’ perceived leadership style and
their respective governmental ratings were positively associated most strongly with
the factor of Management-by-Exception (Passive) (r = .31) and to a lesser extent, with
Management-by Exception (Active) (r = .18). However, the transactional factor of
Contingent Reward was negatively correlated with the deans perceived leadership
style and their respective governmental ratings at a level of r = -0.27.
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The correlations among leadership factors and governmental ratings are further
discussed below. An interpretation of this analysis is also included.
Interpretations
While there were no relationships among leadership styles, or degrees thereof,
and governmental ratings of schools, modest relationships, both positive and negative,
were found among the factors comprising the leadership styles of transformational
and transactional with governmental ratings of business and management schools.
Laissez faire leadership style is not composed of factors and so this leadership style is
not analyzed by factors.
Positive Factors
Transformational. Two factors from transformational leadership, Idealized
Influence (Attributed) and Idealized Influence (Behavior) were both positively
correlated with governmental ratings. Idealized Influence (Attributed and Behavior)
represents the degree to which a leader displays charisma. Charismatic leaders act as
strong role models and their strength of personality influences followers to
accomplish the goals set by the leader. Charismatic leaders, among other
characteristics, instill pride in others, go beyond self-interest for the good of the whole,
and make moral and ethical decisions.
Transactional. Two factors from transactional leadership, Management- by-
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Exception (Active), and Management-by- Exception (Passive), also were positively
correlated with governmental ratings. Management-by-Exception is characterized by
negative feedback and punishment. Active Management-by-Exception occurs when
leaders closely monitor follower performance and keep track of mistakes. Passive
Management-by-Exception occurs when leaders are unaware of performance
problems until brought to their attention. In both instances, the leader punishes
individuals for their failure to reach an expected level of performance. Leaders
displaying Management- by- Exception traits tend to be reactive, focusing on
problems and mistakes after they occur and waiting for them to become serious before
reacting.
Negative Factors
Transformational. One factor from transformational leadership, Intellectual
Stimulation, was found to be negatively correlated to governmental ratings.
Intellectual Stimulation arouses followers to arrive at new ways of problem solving
through proactive thinking. Leaders displaying the factor of intellectual stimulation
seek differing perspectives and critical examination of assumptions as an
organizational practice in order to proactively address problems in the most efficient
and productive manner.
Transactional. One factor from transactional leadership, Contingent Reward, was
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also negatively correlated to governmental ratings. Contingent Reward is behavior
that provides rewards for work that is completed. Leaders displaying this trait provide
assistance to those who work toward the common goals, make clear each follower’s
duties and the expectations of what each follower will receive for successful
completion of those expectations, and express satisfaction for followers having met
goals and expectations.
Non Correlative Factors
Two transformational factors, Inspirational Motivation and Individualized
Consideration, were found to have either no correlation or very weak correlations
(less than r = 0.08) with governmental ratings. Leaders displaying Inspirational
Motivation are optimistic, enthusiastic, compelling, and confident while leaders acting
in a way that provides for individualized consideration tend to take into account
individual needs, abilities, and aspirations. In addition, individual help is given to
followers to develop their strengths. All transactional leadership factors had either
positive or negative correlations to governmental ratings.
Summary o f Factor Associations with Governmental Ratings
While all leadership factor correlations are less than r = 0.4, the following
summary is offered as a means to reflect upon the relationship between these factors
and the governmental ratings. Good governmental ratings are positively associated
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with two of the five transformational factors and two of the three transactional factors
while negatively associated with one of the five transformational factors and one of
the three transactional factors. No correlation was found with two of the five
transformational factors.
Therefore, governmental ratings encourage leaders to go beyond self-interest for
the good of the whole; instill pride in others; develop respect from followers; emulate
confidence and power; emphasize the essential values, purpose, and beliefs; make
moral and ethical decisions; and emphasize a collective sense of mission. In addition;
the governmental ratings encourage leaders who tend to be reactive; focusing on
problems and mistakes only after they have occurred, become chronic, and reached a
serious level; and concentrate attention to mistakes, complaints, and failures.
It is clear from these findings that governmental ratings encourage a
transformational approach to developing the organizational whole through honoring
moral and ethical values and emphasizing the common good over self-interest.
These ratings reward leaders who lead in a way that motivates the whole organization
through charismatic communication of collective purpose.
Contrasted to creating an organizational whole through charismatic leadership,
this research found that governmental ratings, at the same time, also encourage
leadership that is reactive. That is, governmental ratings were positively associated
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with leadership that heavily focuses on dealing with problems only after they have
happened and reached a state of seriousness. Leaders who try to prevent problems
before they happen or become serious tend to have lower ratings than those leaders
who ignore problems until they are chronic and serious.
Data in this research suggested that governmental ratings discourage leaders who
go outside of their own realm of leadership to seek differing perspectives and
discourage critical questioning of assumptions. These ratings may also discourage
individual attention to followers whether by way of assistance or recognition of
having met goals and expectations.
Finally, governmental ratings neither encourage nor discourage leaders who are
optimistic and positive. Leaders who assist followers to further develop individual
strengths or overcome weaknesses are not correlated to governmental ratings. The
responsibility for organizational optimism and motivation as well as individual
improvement does not fall within the leaders’ oversight, though leaders may
participate in the same without penalty expressed by governmental ratings.
Null Hypothesis

This study found that there was no experimentally important and experimentally
consistent predictability of governmental ratings of schools of business and
management as predicted by the leadership style or the number and strength of
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self-perceived leadership factors specific to a particular leadership style. The
predictability found in this research did not meet the required level of importance set
an r2 of 40% correct predictability of governmental ratings. The experimental
consistency was calculated at a level that did not meet the required level of
experimental consistency, set a priori at 0.05. Therefore, there was a failure to reject
the null hypothesis.

Other Relevant Findings

Further analyses were conducted to find possible associations between the deans’
perceived leadership style by questions within leadership factors specific to particular
leadership styles and their respective governmental ratings. The following are the
findings that resulted from examining leadership styles by individual questions from
Transformational, Transactional, Laissez-faire, Extra Effort, Effectiveness, and
Satisfaction.
Governmental Ratings vs. Leadership Style by Question

Questions Having Strong Correlations to Governmental Ratings

Strong Positive Correlation. The individual questions producing the strongest

positive correlations between characteristics of leadership style and governmental
ratings reflected leaders who display effectiveness in meeting mandates and
requirements (Q43) while making subordinates try harder (Q44).
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Strong Negative Correlation. The questions having the strongest negative
correlation between characteristics of leadership style and governmental ratings
included leaders who exchange assistance for efforts (Q l) and encouraging
subordinates to re-examine critical assumptions (Q2).

When the highest positive and negative correlations were examined, the
leadership characteristics that are most encouraged by the governmental ratings
suggest a leader who meets deadlines and expectations by requiring employees to
work harder without an exchange of favor from leaders and without input regarding
purpose or direction.

Questions Having Modest Correlations to Governmental Ratings

Modest Positive Correlation. The questions producing modest positive
correlation between characteristics of leadership style and governmental ratings
revealed leadership qualities of being absent when needed (Q7), believing in “if it
ain’t broke, do fix it” (Q17), sharing values and beliefs (Q6), working with others in
satisfactory ways (Q41), leading groups effectively (Q45), taking action after
problems are chronic (20), avoiding making decisions (Q28), and concentrating on
dealing with mistakes (Q22).

The modest level of correlations suggest that governmental ratings somewhat
favor those administrators displaying a transactional/laissez-faire approach to
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leadership. While these correlations are not strong, they are nonetheless present and
suggest a leader who tends to be passive regarding problems independence will tend
to have a higher governmental rating that those leaders who spend time dealing with
problems early on.

Questions Having Low Correlation to Governmental Ratings

Low Positive Correlation. The individual questions producing low positive
correlation between characteristics of leadership style and governmental ratings
included leaders who wait for things to go wrong (Q12), delay responding to urgency
(Q33), consider moral/ethical consequences (Q23), direct attention toward failures
(Q27), go beyond self-interest (Q18), heighten desire to succeed (Q42), build up
others’ respect (Q21), and using satisfying leadership (Q38).

Low Negative Correlation. The leadership characteristics having low negative
correlation to governmental ratings included developing others’ strength (Q31),
clarifying what to receive when goals are achieved (Q16), considering individual
needs/abilities (Q29), and guiding to look at different angles (Q30).

Questions Having Weak to No Correlation to Governmental Ratings

Weak Correlation. The questions having weak correlation to governmental
ratings showed leadership qualities of treating others as individuals (Q19), instilling
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pride in others (Q10), displaying power and confidence (Q25), articulating compelling
future vision (Q26), emphasizing sense of mission (Q34), focusing attention on
mistakes (Q4), being optimistic to future (Q9), spending time teaching /coaching
(Q15), seeking differing perspectives (Q8), and suggesting new ways to achieve
(Q32).

No Correlation. The leadership characteristics did not correlate to governmental
ratings including the qualities of avoiding getting involved (Q5), talking about needed
accomplishment (Q l3), failing to interfere (Q3), being confident to goals to be
achieved (Q36), expressing satisfaction when expectations met (Q35), getting others
do more than they expect (Q39), keeping track of mistakes (Q24), being effective in
representing others to authority (Q40), delegating for achieving goals (Ql 1),
emphasizing sense of purpose (Q14), and being effective in meeting job-related needs
(Q37).

Summary o f Leadership Style by Question as Associated with Governmental Ratings

All 45 individual questions of MLQ were analyzed to determine possible
correlations with governmental ratings. Correlations ranged from r = .55 to r = -.50
indicating a relationship between governmental ratings that encourage as well as
discourage specific leadership traits. As observed above, leaders who meet
organizational requirements by demanding strong work ethics without questioning of
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purpose tend to have the highest governmental ratings. Those leaders who maintained
focus on the goals and vision without consuming time in dealing with smaller, less
important problems along the way also have a tendency to experience higher
governmental ratings. Finally, approximately 50% of the traits identified by the
survey questions were found to be inconsequential regarding governmental ratings.
Thus, a leader may or may not be involved with traits such as expressing satisfaction
when work is well done without concern regarding the school rating. Expressing
gratitude or failing to express gratitude for work completed and well done is not a
characteristic of leadership that appears to influence governmental ratings. Leaders
may opt to do or not do any of the nearly half (47%) of the traits identified in the
MLQ without suggestion that the school ratings will be either positively or negatively
impacted.

Leadership Style and Governmental Ratings by Domain

The statistical analysis of the correlation between leadership style and
governmental ratings by the six domains comprising the ratings resulted in no Pearson
r-values reaching the level of experimental importance set a priori at r = .63 (i.e., 40%
predictability). The r-value of .43 for the association between the governmental
domain of productivity of faculty research and Laissez-faire leadership style was the
highest correlation calculated for leadership style and domain of rating. This
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association was experimentally consistent at p = 0.05. Therefore, there is an
experimentally consistent correlation at an r-value of 0 .43 between productivity of
faculty research and Laissez-faire leadership style, though the magnitude of the
r-value is somewhat less than necessary for experimental importance.

The association among the ratings by domain and leadership style indicated a
clear pattern among five of the six domains. Laissez-faire leadership had the strongest
correlation in all domains except Continuing Education, while transactional leadership
had the second highest correlation in all domains, and transformational leadership was
the weakest correlative in all domains except Continuing Education. In the case of
Continuing Education, transformational leadership was the strongest correlative and
Laissez-faire the weakest.

Interpretation
When analyzed by domain, governmental ratings consistently prefer
Laissez-faire leadership style for the five domains o f faculty quality, instructional
quality, productivity of faculty research, administrative support, and general
impressions of members of the assessment committee while transformational
leadership is always the least preferred leadership style reflected by governmental
ratings. The exception to the preference for Laissez-faire leadership style is
Continuing Education where transformational leadership and Laissez-faire become
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strongest and weakest respectively. The interpretation of this finding is that faculty
and teaching quality, research production, administration, and campus impression are
all more favorably rated in a school under Laissez-faire leadership than transactional
or transformational.
Demographic Variables and Governmental Rating by Domain
The demographic variables collected for this research did not correlate at an
experimentally important level with the overall governmental ratings for each school
with the exception of a relatively high negative correlation for the variable of student
to teacher ratio. The governmental ratings were broken down by the six domains
comprising the total ratings and correlations between student to teacher ratio and each
domain were calculated. All six domains of the governmental rating had a negative
correlation with student teacher ratio. The domain of Impressions had the strongest
negative correlation (r = -0.52) with 27% of the predictability of the Impressions
rating being accountable with the student to teacher ratio in each school.
This finding suggests that while the rating system of the government has various
criteria, the impression an individual school the rating committee acquires during the
visit is largely predicable by the size of the classes they observe on their visit to the
school with a more favorable impression coming from smaller student to teacher
rations.

Smaller classes, while contrary to a productive and efficient educational
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model rewarded by the rating system, give a favorable impression as students tend to
be more on task and receiving more attention from their teachers.
Conclusion

This study found that there was no association between business and
management school deans’ self-perceived leadership styles and governmental ratings
as a result of identifying a dominant transformational leadership style. However, some
correlations were found by examining leadership styles by factors and questions. This
study also found that five domains, faculty quality, instructional quality, productivity
of faculty research, administrative support and general impression of the assessment
committee comprising the governmental rating were more favorably rated under
Laissez-faire leadership style than transactional or transformational with exception of
one domain, service toward continuing education. Further, the rating domain of
general impression of the assessment committee was positively correlated to small
student to teacher rations.
The governmental ratings rewarded those leaders who can develop their
organizations into a whole that seeks the common good rather than the individual
good while at the same time discouraging individual perspectives and questioning of
assumptions as contributions to that common good. The ratings discourage leaders
who provide individual attention whether through expression of individual
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recognition for completion of goals or the expression o f leadership satisfaction for
having met expectations. Leadership is also rewarded for not being mindful of
potential problems but addressing problems only after they have materialized.
Based on the findings in this research, the leadership style most favorably
associated with the apparent criteria produced by the governmental ratings is actually
a mixture o f laissez-faire, transactional, and transformational leadership styles in that
order of importance. This combined leadership style might best be characterized as a
productive leadership model, where production is the final purpose of organizational
existence and all intermediate actions are subordinate to positive production. The
productive leadership style suggests a leader who meets deadlines and expectations by
requiring employees to work harder without an exchange of favor from leaders and
without input regarding purpose or direction.

However, a paradox was found between this productive and efficient model of
leadership and the rating domain of Impression. In spite of the commitment of
governmental ratings to a productive model, smaller classes tended to generate more
favorable ratings based upon the general impression of higher educational quality
existing within those schools with smaller student to teacher rations.
Overall this study concluded that there was a mismatch between the practice of
leadership and individual perceptions of it. Some suggestions were given for this
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finding in the following paragraph.

Recommendations

As a result of the concern of improving higher educational quality in Taiwan, the
Ministry o f Education implemented national assessment to serve as an important
indicator of school quality. The assessment scores are very important as they may
influence a school’s development in terms of financial support from the government
and the business sector, enrollment, new faculty applicants, and employment
opportunities for graduates. In addition, improving educational quality also focused
upon the role of leadership in higher education. The following recommendations are
provided from two points of view: (a) leadership, and (b) Ministry of Education.

Leadership

While transformational leadership was widely promoted and recognized as
beneficial, Taiwanese higher educational assessment tend to reward a productive form
of leadership characterized dominantly by laissez-faire and transactional leadership
styles with just a single component of transformational leadership. Educational
leaders are faced with distinct cultural differences, i.e., do they seek to become
transformational leaders who seek organizational bonding and binding based upon
individual human dignity or do they compromise the level at which they recognize the
individual good in order to seek a productive whole?
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This research is encouraged, however, by the inclusion of some transformational
characteristics positively correlated to the governmental ratings and recommend that
educational leaders should continue to develop transformational leadership styles
even though some factors are negatively correlated to governmental ratings. The
findings regarding the rating domain of Impression and lower student to teacher
rations indicates an appreciation for quality education that is not strictly driven by
production. Further progress toward transformational leadership may continue to
replace productive models with qualitative models and truly move Taiwanese
education beyond its traditional productive paradigm.

House (1995) and others have questioned whether the translation of the MLQ in
Chinese conveyed the distinctions between individualism and collectivism as related
to the theoretical basis of leadership between cultures. This research found that the
deans were able to distinguish between questions that sought distinction in
organizational structure based upon individual needs and preferences contrasted with
common goals and objectives. The Chinese version of the MLQ appears to be a valid
means of gathering such data and may continue to serve educational researchers to
that end.

Ministry o f Education

The Ministry of Education finds itself at a similar point in the reform of higher
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education as higher education leaders. The Ministry of Education, while promoting
Western forms of leadership as a means to improve educational quality, particularly
transformational leadership style, must examine their own willingness to change
paradigms in which power is shared downward to a greater degree than traditionally
allowed. Transformational leadership is not possible at levels below the MOE unless
the MOE, in turn, shares responsibilities with higher education leaders in the same
manner in which higher education leaders distribute their traditional authority to those
who are below them. Clearly, the MOE has made strides in this direction but this
research suggests that this journey has only just begun and the future of complete
reformation is as much contingent upon governmental officials as it is on all leaders
who lead at levels lower than the highest offices in Taiwan.

Wang (2000) made the observation that there are both strong proponents and
opponents of the recent expansion of higher education in Taiwan. This research found
that in the transition from an elitist form of higher education to a system of mass
education, the leadership in schools of business and management was universally
transformational or mixed with transformational leadership being the dominant
characteristic of the mixed leadership style. Transformational leadership is the most
favorable form of leadership for the mass education model and the strong presence of
transformational leadership should serve as encouragement of pending success of
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mass education to both its proponents and opponents. The data from this research also
indicates that evaluation models of higher education might consider making a more
deliberate effort to encourage a further development of transformational leadership by
positively correlating the ratings with characteristics of that leadership style.

Implications for Further Research

This research studied the governmental assessment for business and management
schools, which was one part of assessments implemented in Taiwanese higher
education. Additional research should consider investigating associations between
leadership and governmental ratings in other schools of higher education. The same
model used in this research would lend itself to similar studies in which leadership is
identified from the perspective of the followers rather than the leaders and analysis
conducted to see if the same associations found here are also found when the
perspective of the followers serve as the correlate.

Reflection of this Study

Research is very important to the future of Taiwanese education and the country
itself. T he govern m en t o f Taiw an has required teachers o f higher ed u cation to obtain

doctorate degrees so that they may be able to conduct valid research in order to
continuously improve education and the status of Taiwan itself. This research is a
product of that requirement and its findings and conclusions now should return to the
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government, who provided the impetus for the existence and findings of this research,
in order to complete the purpose of the requiring terminal research degrees and serve
as a m eans by which higher education in Taiwan is enriched.
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Dean’s Demographic Questionnaire
Please answer the following questions.

1. Gender ( please circle)
2.

Female

Male

My age is ___________

3. Area of academic study:_____________________Undergraduate
___________________Master___________________ Doctorate
4.

I have______________ years of experience in Education.

5. I have______________ years of experience in educational administration.
6. I have______________ year(s) of being the dean of the present school.
(From 19

to 2004 )

7. There are____________ departments in my business/management school.
8. There are

students in my business/management school.

9. There are___________ faculty members in my business/management school.
10. Please fill out the number of star(s) your school obtained in each of six
domains in 2003.
Domain

Faculty Instructional
Quality

Quality

Faculty
Research

Continuing Administration
Education

Enter No
of Star
(1,2,3,4,5)
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Dear Dean,
I am a doctoral candidate in Educational Leadership at The University of Montana
in the United States. I am also a faculty member in Kai Nan University in Taiwan. I am
conducting a study o f the relationship between self-perceived leadership styles and
governmental ratings o f school performance.
The first component of this study is to identify the self-perceived leadership
characteristics specific to a leadership style of all current deans o f business and
management schools in Taiwan. The leadership characteristics specific to a leadership
style will be analyzed to determine any strengths that might be associated with school
ratings issued by the Ministry of Education. This study will not evaluate or report your
personal leadership or your school rating; rather, all evaluations will be conducted on
aggregate data and reported collectively with other business and management schools.
Your decision to take part in this research is entirely voluntary. The findings from
the information you help to provide will be used to promote stronger leadership for the
future development and improvement of business and management schools in Taiwan.
As a participant, neither your identity nor that of your school will be reported. However,
the return envelope has a code on it so that a reminder letter may be sent to schools that
have not responded. Once your return envelope has been received, your school will be
checked off with the others and the envelope will be destroyed so that your data will not
be identified either by yourself or by the school you serve. The researcher and her
dissertation chair will be the only persons with access to this code, which will be kept
locked in a filing cabinet until data are entered. At the conclusion o f data collection, the
code will be destroyed. Data with regard to school ratings will not be utilized or reported
when doing so uniquely reveals the identity of the respondent due to small sample size.
This may occur when a particular rating has been assigned to only one school in one or
more of the six domains.
All deans in business and management schools in Taiwan assessed through 2002
to 2003 will be invited to participate in the research. If you agree to take part in this
research, please complete the included questionnaires including the MLQ and Deans’
Demographic Questionnaire. You can expect to spend approximately 10 minutes
completing this questionnaire. You may choose to omit any item you find uncomfortable
to answer.
Please return the questionnaire in the self-addressed stamped envelope by October
1,2004. Your completed and returned questionnaire will represent your permission for
participation in this research.
Your efforts and time are highly appreciated by the researcher. If you have any
question or comments, please e-mail me at carevl88@hotmail.com or call 03-338-2490
or 0922007232
Sincerely Yours,
Kai Li Liu
Doctoral Student, The University of Montana
Lecturer, Kai Nan University
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